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ABSTRACT 

The proceedings of the hearing on the General 
Accounting Office's (GAO) report on the Office of Special Education 
and Rehabilitative Services (OSER) management include an opening 
policy statement by Major R. Owens, chairman of the Subcommittee on 
Select Education, and the expert testimony of two v;itnesses: William 
Gainer, the director of education and employment issues of the Human 
Resources Division of the GAO; and Dr. Robert Davila, the Assistant 
Secretary of OSER, in the Department of Education. Underscoring 
witness testimony is the issue of whether the Federal Government's 
agency responsible for oversight of OSER and the administration of 
human resources programs involving the expenditure of $3.7 billion 
for people with disabilities will be effectively managed and the 
maximum use of these dollars obtained. Prepared statements, letters, 
hearing transcripts, and supplemental materials such as charts, 
figures, and graphs accompany the testimony and comprise the bulk of 
this report. (JAM) 
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HEARING ON GAO REPORT ON OSERS' 
MANAGEMENT 



THURSDAY, SEPTEMBER 7, 1989 

Houss OF Representatives, 
Subcommittee on Select Education, 
Committee on Education and Labor, 

Washington, DC. 

The subcommittee met, pursuant to notice, at 9:40 a.m. in Room 
2261, Rayburn House Office Building, Hon. M^or R. Owens [Chair- 
man] presiding. 

Members present: Representatives Owens, Pajnie, Jontz, Bartlett^ 
Ballenger, and Smith. 

Staff present: Maria Cuprill, Gary Granofsky, Wanaer Green, Pat 
Laird, Laurence Peters, and Bob Tate. 

Chairman Owens* The hearing of the Subcommittee on Select 
Education is now in session. 

Today we have a simple panel of two witnesses. I want to wel* 
come Dr. Robert Davila. I have been told by my staff that already 
the cool breezes of vitality and a sense of mission arc beginning to 
waft through OSERS as a result of his appointment. The challenge 
and the opportunity to translate this sense of possibility into con- 
crete actions and acomplishments is one we know you relish, and 
we likewise look forward to working with you to help to accomplish 
the goal we all share of providing programs that will enhance inde- 
pendence and productivity for our nation's citizens with disabil- 
ities. 

I would also like to welcome and thank the General Accounting 
Office staff— Darlene Bell, Bill DeSarno, Bill Gainer, and Fred 
Yohey— for the work that they have done in investigating manage- 
ment practice within OSERS and its subunits in the past year and 
a half. 

Mr. Gainer will summarize those findings this morning, with 
final publication of GAO's report expected late this month or early 
next month. The benefits of documenting conditions within the 
agenqy, both for this new administration and for the public, are ob- 
vious. 

^Vhat is less obvious is that GAO has a long-term, ongoing com- 
mitment to and expertise in effective management practice 
throughout the Federal Government. This is not the first manage- 
ment survey GAO has done in recent years, and there has been 
protress in other departments of the Federal Government in iden- 
tifying* and improving management practices as a result of their 
work. 

(1) 
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We view GAO as a valuable resource in the development of rec- 
ommendations for constructive future actions. We will continue to 
consult closely with thern in the months following publication of 
the report for their counsel on appropriate follow-up activities on 
these issues. 

This morning's hearing represents the most recent in a series of 
activities undertaken by the Subcommittee on Select Education in 
connection with its oversight responsibilities over the Office of Spe- 
cial Education and R3habilitative Services. 

The issue that concerns us is whether the Federal Government's 
agency responsible for administering human resources programs, 
involving the expenditure of $3.7 billion for people with disabilities, 
will be effectively managed and the maximal use of these dollars 
obtained. 

Conditions and opportunities for people with disabilities in our 
nation are changing rapidly. The Congress, with the full support of 
the Bush Administration, is making excellent progress towards pas- 
sage of the "Americans with Disabilities Act of 1989," the New 
York Times editorial yesterday notwithstanding. 

For the first generation of special children provided with public 
education under Public Law 94-142, finding employment has often 
proven to be a nightmare. The Americans with Disabilities Act, if 
properly implemented and enforced, will significantly reduce bar- 
riers to employment for the beneficiaries of Public Law 94-142. 

Shrinking numbers of new entrants to the work force will also 
create job opportunities for people who have not always been 
viewed by employers as potential employees, notably people with 
disabilities. 

If our special education and vocational rehabilitation programs 
are able to meet these challenges, we will increase the pool of tal- 
ented individuals who can contribute to the strength of our econo- 
my and reduce public assistance expenditures which presently con- 
stitute the bulk of the Federal Government's expenditures for 
people with disabilities. 

This subcommittee, through its past oversight hearings, has 
shown that proper monitoring of special education programs is not 
taking place. We know that quality technical assistance to voca- 
tional rehabilitation agencies, which could lead to enhanced em- 
plovment opportunities for people with disabilities, has been woe- 
fully short in supply for many years. 

The enactment and effective implementation of the Americans 
With Disabilities Act can, I believe, demonstrate the^ powerful 
effect that necessary new legislation can have, but, the ''nuts and 
bolts" implementation of existing laws and programs is equally es- 
sential if we are to accomplish the significant progress we all 
desire. 

In the near term, we must see the provision of quality special 
education and vocational rehabilitation programs as the wise in- 
vestment in our future and expand funding for them. The provision 
of such services will help our society manage the gradual, yet ex- 
traordinary, shift in public attitudes toward people with disabilities 
that is taking place in our country. 

Mainstreaming people with disabilities and framing public poli- 
cies on the beginning assumption that their talents are resources 
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which should and must be drawn upon, rather than on the anti- 
quated notions that see them as natural dependents, places new de- 
mands on our special education, vocational rehabilitation, and in- 
dependent living programs. We must manage that transition effec- 
tively; that IB going to take resourceful ard wise leadership. 

It is time to move forward aggressively to upgrade OSERS. The 
needs of people with disabilities, the overall health of our economy, 
and the quality of our civic life require a quantum leap forward in 
the professionalism and competence of this agency. 

I have had the opportunity to meet Bob Davila, the new assistant 
secretary. I know that he shares this perspective. He will have an 
opportunity to quicken the pulse of this agency by helping to make 
it more effective and responsive to the needs of people with disabil- 
ities and to service providers. 

[The prepared statement of Hon. Major R. Owens follows:] 
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OPENING STATEMENT -OF MAJOR R. OWENS 
CHAIRMAN, COMMITTEE ON SELECT EDUCATION 
SEPTEMBER 1, 1989 

DR. DAVILA WE WELCOME YOU TO THIS HEARING. THE COOL BREEZES 
OF OPENNESS, VITALITY AND A SENSE OF MISSION ARE ALREADY BEGINNING 
TO WAFT THROUGH OSERS. THE CHALLENGE AND THE OPPORUTNITY TO 
TRANSLATE THIS SENSE OF POSSIBILITY INTO CONCRETE ACTIONS AND 
ACCOMPLISHMENTS IS ONE WE KNOW YOU RELISH, AND WE LIKEWISE LOOK 
FORWARD TO WORKING WITH YOU TO HELP TO ACCOMPLISH THE GOAL WE ALL 
SHARE OF PROVIDING'. PRP-GRAMS THAT WILL ENHANCE INDEPENDENCE AND 
PRODUCTIVITY FOR OUR NATION!S CITIZENS WITH DISABILITIES. 

I WOULD ALSO LIKE TO WELCOME AND THANK THE GENERAL ACCOUNTING 
OFFICE STAFF — DARLENE BELL, BILL DESARNO, BILL GAINER, AND FRED 
YOHEY — FOR THE WORK THAT THiSY HAVE DONE IN INVESTIGATING MANAGE- 
MEiJT PRACTICE WITHIN OSERS AND ITS SUBUNITS IN THE PAST YEAR AND A 
HALF, BILL GAINER WILL SUMMARIZE THOSE FINDINGS THIS MORNING, 
WITH FINAL PUBLICATION OF GAO'S REPORT EXPECTED LATE THIS MONTH OR 
EARLY NEXT MONTH. THE BENEFITS OF DOCUMENTING CONDITIONS WITHIN 
THE AGENCY, BOTH FOR THIS NEW ADMINISTRATION AND FOR THE PUBLIC, 
ARE OBVIOUS. WHAT IS LESS OBVIOUS IS THAT GAO HAS A LONG TERM, 
ONGOING COMMITMENT TO AND EXPERTISE IN EFFECTIVE MANAGEMENT PRAC- 
TICE THROUGHOUT THE FEDERAL GOVERNMENT. THIS IS NOT THE FIRST 
MANAGEMENT SURVEY GAO HAS DONE IN RECENT YEARS, AND THERE HAS BEEN 
PROGRESS IN OTHER DEPARTMENTS OF THE FEDERAL GOVERNMENT IN IDENTI- 
FYING AND IMPROVING MANAGEMENT PRACTICE AS A RESULT OF THEIR WORK. 

1 
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WE VIEW GAO AS A VALUABLE RESOURCE IN THE DEVELOPMENT OF RECOMMEN- 
DATIONS FOR CONSTRUCTIVE FUTURE ACTIONS. WE WILL CONTINUE TO CON- 
SULT CLOSELY WITH THEM IN THE MONTHS FOLLOWING PUBLICATION OF THE 
REPORT FOR THEIR COUNSEL ON APPROPRIATE FOLLOW-UP ACTIVITIES ON 
THESE ISSUES. 

THIS MORNING'S HEARING REPRESENTS THE MOST RECENT IN A SERIES 
OF ACTIVITIES UNDERTAKEN BY THE SUBCOMMITTEE ON SELECT EDUCATION 
IN CONNECTION WITH ITS OVERSIGHT RESPON.^IBIMTIES OVER THE OFFICE 
OF SPECIAL EDUCATION AND REHABILITATIVE SERVICES. THE ISSUE THAT 
CONCERNS US IS WHETHER THE FEDERAL GOVERNMENT'S AGENCY RESPONSIBLE 
FOR ADMINISTERING HUMAN RESOURCES PROGRAMS, INVOLVING THE EXPENDI- 
TURE OF $3.7 BILLION, FOR PEOPLE V ITH DISABILITIES WILL BE EFFEC- 
TIVELY MANAGED AND THE MAXIMAL USE OF THESE DOLLARS OBTAINED. 

CONDITIONS AND OPPORTUNITIES FOR PEOPLE WITH DISABILITIES IN 
OUR NATION ARE CHANGING RAPIDLY. THE CONGRESS, WITH THE FULL 
SUPPORT OF THE BUSH ADMINISTRATION, IS MAKING EXCELLENT PROGRESS 
TOWARDS PASSAGE OF THE "AMERICANS WITH DISABILITIES ACT OF 1989." 
FOR THE FI..ST GENERATIOjJ OF SPECIAL CHILDREN PROVIDED WITH PUBLIC 
EDUCATION UNDER PUBLIC LAW 94-142, FINDING EMPLOYMENT HAS OFTEN 
PROVEN TO BE A NIGHTMARE. THE AMERICANS WITH DISABILITIES ACT, IF 
PROPERLY IMPLEMENTED AND ENFORCED, WILL SIGNIFICANTLY REDUCE 
BARRIERS TO EMPLOYMENT FOR THE BENEFICIARIES OF PUBLIC LAW 94-142. 
SHRINKING NUMBERS OF NEW ENTRANTS TO THE WORK FORCE WILL ALSO 
CREATE JOB OPPORTUNTIES FOR PEOPLE WHO HAVE NOT ALWAYS BEEN VIEWED 
BY EMPLOYERS AS POTENTIAL EMPLOYEES, NOTABLY PEOPLE WITH DISABI- 
LITIES. IF OUR SPECIAL EDUCATION AND VOCATIONAL REHABILITATION 

2 
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PROGRAMS ARB ABLE TO KSST THESE CHALLENGES, WE WILL INCREASE THE 
POOL OF TALENTED INDIVIDUALS WHO CAN CONTRIBUTE TO THE STRENGTH OF 
OUR ECONOMY AND REDUCE PUBLIC ASSISTANCE EXPENDITURES WHICH PRE- 
SFNTLY CONSTITUTE THE BULK OF THE FEDERAL GOVERNMENT'S EXPENDI- 
TURES FOR PEOPLE WITH DISABILITIES* 

THIS SUBCOMMITTEE, THROUGH ITS PAST OVERSIGHT HEARINGS, HAS 
SHOWN THAT PROPER MONITORING OF SPECIAL EDUCATION PROGRAMS IS NOT 
TAKING PLACE. WE KNOW THAT QUALITY TECHNICAL ASSISTANCE TO VOCA- 
TIONAL REHABILITATION AGENCIES — WHICH COULD LEAD TO ENHANCED 
EMPLOYMENT OPPORTUNITIES FOR PEOPLE WITH DISABILITIES — HAS BEEN 
WOEFULLY SHORT IN SUPPLY FOR MANY YEARS, VHE ENACTMENT AND EFFEC- 
TIVE IMPLEMENTATION OF THE AMERICANS WITH DISABLITIES ACT CAN, I 
BELIEVE, DEMONSTRATE THE POWERFUL EFFECT THAT NECESSARY NEW LEGIS- 
LATION CAN HAV BUT, THE "NUTS AND BOLTS" IMPLEMENTATION OF 
EXISTIHG LAWS AND PROGRAMS IS EQUALLY ESSENTIAL IF WE ARE TO 
ACCOMPLISH THE SIGNIFICANT PROGRESS WE ALL DESIRE. IN THE NEAR 
TERM, WE MUST SEE THE PROVISION OF QUALITY SPECIAL EDUCATION AND 
VOCATIONAL REHABILITATION PROGRAMS AS THE WISE INVESTMENT IN OUR 
FUTURE AND EXPAND FUNDING FOR THEM. THE PROVISION OF SUCH SER- 
VICES WILL HELP OUR SOCIETY MANAGE THE GRADUAL, YET EXTRAORDINARY, 
SHIFT IN PUBLIC ATTITUDES TOWARDS PEOPLE WITH DISABILIES THAT IS 
TAKING PLACE IN OUR COUNTRY. MAINSTREAM ING PEOPLE WITH DISABI- 
LITIES AND FRAMING PUBLIC POLICIES ON THE BEGINNING ASSUMPTION 
THAT THEIR TALENTS ARE RESOURCES WHICH SHOULD AND MUST BE DRAWN 
UPON. RATHER THAN ON THE ANTIQUATED NOTIONS THAT SEE THEM AS 
NATURAL DEPENDENTS, PLACES NEW DEMANDS ON OUR SPECIAL EDUCATION, 

3 
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VOCATIONAL REHABILITATION^ AND INDCPCNDCNT LIVING PROGRAMS* WE 
MUST MANAGE THAT TRANSITION EFFECTIVELY; THAT IS GOING TO TAKE RE' 
SOURCEFUL AND WISE LEADERSHIP* 

IT IS TIME TO MOVE FORWARD AGGRESSIVELY TO UPGRADE OSERS. 
THE NEEDS OF PEOPLE WITH DISABILITIKS, THE OVERALL HEALTH OF OUR 
ECONOMY, AND THE QUALITY OF OUR CIVIC LIFE REQUIRE A QUANTUM LEAP 
FORWARD IN THE PROFESSIONALISM AND COMPETENCE OF THIS AGENCY* I 
HAVE HAD THE OPPORTUNITY TO MEET BOB DAVILA, THE NEW ASSISTANT 
SECRETARY FOR OSERS* I KNOW THAT HE SHARES THIS PERSPECTIVE; HE 
WILL HAVE AN OPPORUTNITY TO QUICKEN T fi PULSE OP THIS AGENCY BY 
HELPING TO MAKE IT MORE EFFECTIVE AND RESPONSIVE TO THE NEEDS OF 
PEOPLE WITH DISABILITIES AND SERVICE PROVIDERS* 



4 
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Chairman Owens. I yield to Mr. Bartlett for an opening state- 
ment. 

Mr. Bartlett. Thank you, Mr. Chairman. I know I join with you 
in welcoming Dr. Bob Davila to his first hearing, his first appear- 
ance, at our subcommittee today, first of what will be, I believe and 
hope, a series of appearances as we work together with this sub- 
committee and with the administration on legislation vvhich em- 
powers people with disabilities to control their own lives. 

Likewise, I welcome Bill Gainer and the GAO to today's hearing 
to focus on the helpful and useful GAO report on management 

Practices at the Office of Special Education and Rehabilitative 
ervices. This report, in fact, will move us forward. 
It does outline several problems with the management practices 
at OSERS, practices before Dr. Davila became Assistant Secretary. 
While I do not believe that Congress, nor this subcommittee should 
attempt to micromanage the Office of Special Education, I do think 
this report and this hearing will be a valuable tool for Assistant 
Secretary Davila as he begins to make changes in the areas that 
need improved management leadership. 

So, in fact, the GAO report is a useful management tool. It is 
quite timely in that the report comes at a time in which Dr. Davila 
is taking over the leadership at the office. A strong management 
team at the Federal level in OSERS will ensure that the goals and 
the initiatives of OSERS and the Congress are met. 

At the same time, I know that this subcommittee will be realistic 
and will understand that changes will not happen overnight. It is 
important to note that most of the things that happen at OSERS 
and have happened at OSERS in the last several years a^^^e good, 
that most of the management practices are sound, that if there are 
changes and improvements that can be made, the GAO has pre- 
sented a blueprint for what those changes should be. 

It will take time to implement long-range plans and to enact 
practices that will proviHp proi$i:im accountability and specialized 
training for the staff. ! can see by reading Dr. Davila's testimony 
that he is on the right track and I am pleased that he has used the 
GAO report as a blueprint to design a new management team. 

Beyond the GAO report and the management of OSERS itself, 1 
do want to say that I will be interested in hearing from Dr. Davila 
on other broader items today and in the future, items including his 
overall goals for OSERS, what changes he wants to make in 
OSERS to achieve those goals, and what new initiatives he plans to 
pursue during his tenure at OSERS. 

As we enter the 1990s, I believe that independence for people 
with disabilities is the goal that we should set and OSERS will play 
a pivotal role as we build on initiatives such as supported employ- 
ment and the Technology-Related Assistance Act that had previ- 
ously been enacted. 

I look forward to his testimony and in working with Dr. Davila 
over the course of this administration. 
I vield back my time, Mr. Chairman. 

Chairman OwEii'S. As I said before, we have a simple panel of 
two witnesses: Mr. William Gainer, the director— oh, I am scrry. 
Mr. Smith. I yield to Mr. Smith for an opening statement. 
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Mr. Smith. I don't have a prepared statement, but I would 
simply like to add my welcome especially to Dr. Davila and to say 
that my interest goes substantially beyond this report by which I 
have several questions, really to the larger question of the manage- 
ment of what OSERS— we all know the function of OSERS. 

Because I am fresh to the Congress, I still have ringing in my 
ears, the complaints of my neighbors who are committed to Special 
Education in the state of Vermont and find the Federal role finan- 
cially to be ridiculously light and the Federal burden regulatory 
and bureaucratically aided and abetted by the state to be almost 
unbearably heavy. 

I am interested in why it is that we are losing our best special 
education teachers and the pipeline is emptying of the teachers of 
the future. From my point of view, with due respect to this study 
which we will go into, it is a little bit like counting the deck chairs 
on the Titanic. 

We have got much bigger problems, which I think Dr. Davila 
points to in his testimony and alludes to, much bigger problems 
than how to, in my mind, fine tune the management of a program 
that needs a very hard look if we are to understand and keep the 
promise which that program and the legislation which supports it 
made to the people and to the children of this country twelve, thir- 
teen years ago. 

Thank you. 

Chairman Owens. Thank you, Mr. Smith. Mr. William Gainer, 
the director of the Education and Employment Issues, Human Re- 
sources Division of the General Accounting Office, is our Hrst wit- 
ness. 

The panel also consists of Dr. Robert Davila, Assistant Secretary 
of OSERS, Department of Education. 
Gentlemen, please be seated. You may begin, Mr. Gainer. 

STATEMENTS OF MR. WILLIAM GAINER, DIRECTOR, EDUCATION 
AND EMPLOYMENT ISSUES, HUMAN RESOURCES DIVISION, 
GENERAL ACCOUNTING OFFICE; AND DR, ROBERT DAVILA, AS- 
SISTANT SECRETARY, OFFICE OF SPECIAL EDUCATION AND 
REHABILITATIVE SERVICES* DEPARTMENT OF EDUCATION 

Mr. Gainer. Thank you, Mr. Chairman. We are happy to be here 
to report on the results of our study. It has been a difficult task as 
these management studies are. I would like to say that the rela- 
tionship between management and effective programs is not 
always clear. 

However, that relationship is strong and it is a relationship 
which we have found repeatedly in our work on agency manage* 
nient at GAO, that if you have an agency which is experiencing se- 
rious management problems in terms of personnel development, in 
terms of goal setting, in terms of a number of the important func- 
tions of organizational management, you will tend to find at the 
service delivery level, or at the local level v;here services are deliv- 
ered, there will be problems in the way those services are delivered 
as well or there will be problems in advancing the objectives of 
those programs as well. 
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I am not going to speak to each one of these concerns now, but I 
am going to go through them separately and just cite some statis- 
tics and some facte about these various problems and I am pre- 
pared to answer questions at any time as I go through it. 

I am not going to read my entire f 'atement, but ask that it be 
entered into the record. 

Chairman Owens. Without objection, the entire statement will 
be entered into the record. 

Mr. Gainer. Overall, though, 60 percent of the personnel in 
OSERS who answered our survev nnd a 189 out of 250 answered 
the survev, said that the Office of the Assistant Secretary had done 
a poor job of establishing goeds, coordinating component activities 
and responding to program concerns raised by senior managers. 

We did find OSERS components generally had operational plans 
and that those operational plans were closely linked to the impor- 
tant functions that they carried out on a day-to-day basis, but I 
mentioned strategic planning here in the chart. Wnat we didn't 
find was the strategic plan which I note with interest Dr. Davila is 
developing and his plan is for the 1990s and that is what we believe 
strategic planning is about. 

It is something that moves the organization ahead, not necessari- 
ly that something that allows the organization just to carry out the 
functions that it nas in the near term. 

We also found that 75 percent of OSERS respondents identified 
one or more of the typical human resource management problems 
and that nearly half of its grants management staff, those that had 
responsibilities for grants management felt that there were prob- 
lems in the grants management area, in the area of program moni- 
toring. 

Finally, the state education officials or special education and vo- 
cational education felt that the relationship, the Federal leadership 
that was provided by OSERS had either deteriorated over time or 
had, in the words of many, ceased to exist. 

The strategic planning process in any organization, we at GAO 
believe, is important to whether not that organization will achieve 
the objectives of the legislation which they implement. Some of the 
elements of ^hat are to analyze the environment in which the orga- 
nization works, assess its stren^hs and weaknesses, consider alter- 
native courses or action, establish objective, assign responsibilities, 
and design feedback mechanisms. 

When we look at the goal setting and strategic planning process 
in OSERS, as I said, we round that broad goals were set by the As- 
sistant Secretary and as far as we can see, many of the people in 
the constituent groups felt that those broad goals were appropriate 
and they were the right ^oals for the organization at the right 
time. 

What we didn't find, though, when you go to the component level 
are subobjectives which the various components would pursue to 
achieve those broad goals. There were no time frames, there were 
no plans to achieve those objectives. Now, I am not saying that you 
could not possibly run an organization without these things written 
down. It is quite possible. 

We searched for alternative mechanisms, but I have to be honest, 
in an organization of nearly 450 people and with the *iudget of 
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nearly four bill*nn dollars, I am not sure that is the kind of organi- 
zation that can be effectively run without some kind of written 
plans, and I am not alone in my belief of that. 

Our consultants from the American Society Public Administra- 
tion and other managers who are expert in large organizations, 
particularly government bureaucratic organizations, think that 
written plans and milestones in some checking against those are ef- 
fective and it also meets most people's common sc ^e judgments 
about how management is done. 

We specificallv asked whether there was a systematic process for 
goal setting ana that is one of the things we look for when we do 
these studies. A 104 out of 186 responding to our survey said that 
there were no systematic goal setting system or that they were un- 
aware of such a system if it existed. 

I think one of the things that you look for in getting commit- 
ment in an organization to its goals is the involvement in the staff, 
particularly the senior staff, in setting* those goals. 

So, I would say, in all likelihood, the fact that there was no 
system and that the staff were not involved was a problem which 
went beyond just the fact that some paper system was missing. I 
think it went beyond that and it meant that thio goal setting 
system was not functioning the way it should in a healthy organi- 
zation. 

Consequently, when you put that together, you don't have mile- 
stones and you don't place responsibility for specific subobjectives. 
You have poor accountehility in an organization and I think we 
had that in OSERS. 

On the next chart 

Chairman Owens. Mr. Gainer? 

Mr. Gainer. Yes. 

Chairman Owens. You seem to be a bit apologetic about stating 
clearly and forcefully that it is outrageous for an organization that 
has forbidden our budget not to have written goals and objectives. 

Would any American corporation— with a forbidden dollar 
gross — dare not have written objectives and goals? 

Mr. Gainer. I had better start by saying I am certainly no exi)ert 
on corporate management. I have looKedat government organiza- 
tions for 20 years and T believe that it is possible to run an organi- 
zation without written goals. 

If you have additional mechanisms, you have close communica- 
tion with the staff. If you have constant feedback, it is cjLuite possi- 
ble, and I wouldn't want to be held to a standard of written goals 
for everything I do in my organization, but I think that we were 
unable to Hnd alternative mechanisms which we thought would 
work and I would say that I think it is much more difficult to run 
an organization of this size and with this kind of budget and with 
the mission that this organization has, if you don't have some writ- 
ten goals. 

One thing it does is it communicates those goals to everybody in 
the organization. They can see what they are and they can put 
their shoulder to the wheel and very often in an organization, it is 
not telline people what to do that gets things done, but it is having 
them understand and identify with the goals of the organization 
and make it happen for you. 
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I think that is che critical thing that you lose when you don't 
have written goals, 

Mr. Bartlett. Would the chairman yield? Just to make sure that 
the subject isn't totally overstated, the four billion dollar number is 
a huge number, but as I understand, most of OSERS' four billion 
dollars is spent by grantees. 

I would assume that you wouldn't be proposing written goals 
that had been micromanaged and applied to each individual grant- 
ee? 

Mr. Gainer. No, sir. 

Mr. Bartletf. How would you characterize the size of OSERS 
itself since it seems to me that a four billion dollar number may be 
somewhat misleading because that is the total dollar amount of 
grants, most of which are administered by grantees? 

Mr. Gainer. You might characterize the direct functions of 
OSERS at something like 400 million, but it depends upon how you 
count. I think you clearly need less of an organization here than 
you would if OSERS were a service delivery. 

You have organizations in Federal Government with much 
smaller overall budgets which have virtually thousands of people 
because they are the service deliverers and I don't want to make it 
look like OSERS is involved in running a service delivery at the 
local level. 

What you do have though is you have Federal law and you have 
Federal guidelines and you have changes that take place through 
legislation from year to year and OSERS can and does affect how 
promptly those changes in Federal law take place and it does affect 
or let's say it can affect the professionalism with which that is 
done if it provides the leadership and technic^ assistance. 

Mr, Bartlett. I just wanted the record to reflect I am not op- 
posed to written goals. I think it would be nice if Congress had 
written goals. We are a much larger organization than OSERS, but 
then in another world, perhaps. 

Mr. Gainer. Far more decision makers, though. 

Mr. Bartlett. What I am trying to suggest to you is that a four 
billion dollar number doesn't precisely describe the size of OSERS. 
A $400 million operating budget probably does. You mzy want to 
put on the record the total number of employees at OSERS so the 
record will reflect 

Mr. Gainer. It is only about 450 employees, but they are in this 
monitoring function and in this policy setting function. I would 
freely admit that they are far less important to the success of the 
Education of the Handicapped Act or Vocation Rehab than they 
would be if they were the service deliverers themselves. 

Those functions are carried out very effectively at the local level 
and the legislation that underlies the EHA, for example, is a very 
strong legislation. 

Mr. Bartlett. It is about the size of a good-sized rehabilitation 
hospital in Dallas which does have written goals» by the way. So, 
your point is also '^ken, but it is not this huge organization, inter- 
national organization, the size of IBM. It is the size of a good-sized 
rehabilitation hospital in Dallas. 
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Mr. Gaineh. No, sir, and the functions are principally policy set- 
ting and monitoring bO that it does not take as large an organiza- 
tion. 

Mr. Bartlett. Thank you. 

Chairman Owens. We will come back to the question later, but 
let me just say that in a decentralized operation, the General 
Motors headquarters is just the headquarters. It has many units 
out there to operate sort of independently under the direction of 
the headquarters. 

In a decentralized operation, and OSERS is that kind of oper- 
ation, each one of its grantees is a part of a total operation. It is 
more important to have written goals, and more important to have 
a communication structure that is functioning very well than it is 
if you have all the employees in one place and the unit function as 
one. 

Mr. Gainer. I certainly think it is important 

Chairman Owens. The fact that it has grantees and gives out 
money and is the. deli, .^ry unit, does not lessen, but increases the 
need for improved communication and written goals and objectives. 
We will come back to the question. 

Mr. Gadder. Okay. I would agree with Mr. Bartlett that it would 
inappropriate for them to have written goals that went right down 
to the local level. I think their goals have to relate to their princi- 
pal functions which are policy-setting, monitoring and grant man- 
agement, and that is where they 

Mr. Smith. I have been trying to listen and be educated here 

Chairman Owens. I yield to Mr. Smith. 

Mr. Smith. Before we continue, it would not only be inappropri- 
ate—let's get it straight — it would be war ^vith the governors and 
the legislators and the local school boards of this country. What we 
are talking about is if it didn't exist is that there are other people 
with other responsibilities and other laws that governor them and 
that makes my concern about this study. 

It is not whether or not you have accurately identified some 
problems, but whether it reflects and understands the context 
within which this enterprise at its various levels operates and the 
enormous restraints that it operates under. 

I don't see yet that we have that understanding. I am not after 
you. I just want to be clear with the other members at least that it 
isn't a question of inappropriateness; it is a question of intergov- 
ernmental relations. It is a question of children. It is a question of 
teachers, a question of money, and the people who operate at the 
Wasb'^gton end of this spectrum have a very different and I know 
very difficult job that in all doubt can be done better. 

It doesn't do us any good to eveduate them over here without un- 
derstanding the world that they are effecting and, in fact, trying to 
be part of sometimes effectively, sometimes not. 

Mr. Gainer. Let's go on to the next chart here. Another area 
that we commonly look at when we look at the management of an 
organization is human resource management. If the people in an 
org;anization such as OSERS which have policy setting and moni- 
toring responsibilities are not well prepared to carry out those 
functions, then that organization will not function well. 



ERIC 



18 



15 



If the organization does not tend to its human capital, over a 
period of time that human capital deteriorates just as physical 
equipment and that organization will not function as well. 

When we look at the concerns that employees had and then go 
back in and look ourselves at those problems, we found a number 
of areas here where people had significant concerns. One was 
whether the training they received was adequate and another v/as 
whether not vacancies were filled promptly and that in many 
cases, vacancies were filled on an acting basis for a long period of 
time. 

When vacancies are filled in that manner, it generally is expect- 
ed to have a deleterious effect on the organization. Now, we did not 
try and make a judgment as to whether or not it did, but the em- 
ployees of OSERS itself and the state directors of vocational reha- 
bilitation and state directors of Special Education told us that 
these vacancies that I show here were having an impact on the or- 
ganizational effectiveness both at the Federal level and in the state 
programs. 

Mr. Bartlett. Mr. Chairman, if I could interrupt? I didn't liter- 
ally understand what you said. You said you did not determine ob- 
jectively whether the vacancies were filled or you did? 

Mr. Gainer. No, no. We didn't try to determine whether specific 
vacancies were having a deleterious effect on the organization's 
management 

Mr. Bartlutt. You did not? 

Mr. Gainer. We did not. However, it is sort of a principle that if 
you have your kev positions vacant, you are not going to be able to 
make decisions. You are not going to be able to develop policy. You 
are not going to be able to accomplish your mission. 

The thing that usually hurts the most is policy change or impor- 
tant decisions. In this case, we looked at 13 percent of the jobs in 
OSERS, the top 13 percent or 56 positions here and at the begin- 
ning of last year, 21 out of the 56 or almost a third of the key posi- 
tions — by key positions, I mean component heads, division chiefs, 
regional commissioners and branch managers— 21 out of those 56 
positions were vacant, even after that problem had been highlight- 
ed by your hearings and by our queries about exactly how many of 
the positions were in that situation. 

We found a year later that 14 or about 25 percent of the posi- 
tions were still vacant or held by acting managers. In terms of the 
impact of that, 84 percent of the response to our questionnaire said 
that those vacancies or acting positions were a serious problem and 
55 percent said that when they had a vacancy, a critical vacancy in 
their organization, it was impossible to fill that organization in a 
timely fashion. 

In talking to state directors, say voc rehab directors, for example, 
51 were aware of the vacancy problem. That is, 51 out of 51 said 
that they were aware of titie vacancy problem and 37 of the 51 said 
that it was having a negative effect on the accomplishment of their 
state program objectives. 

In terms of training and development programs, one in six of 
OSERS employees or less in one of six of the OSERS employees 
said that they felt that the training that they received was useful 
to them in doing their jobs or in their professional development. 
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They cited problems such as inappropriate training plans for in- 
dividual employees, lack of commitment to training by OSERS offi- 
cials and cuts in training funds which, of course, is more likely a 
departmental problem than an OSERS problem in and of itself. 

In terms of the single largest function of the Office of Special 
Education cud Rehabilitation Services, that is, grant management, 
we asked a ivimber of questions which were aimed specifically at 
those people who have grant management responsibilities. 

Three hundred and thirty-eight million dollars of OSERS' budget 
goes to discretionary grants and there are more than 2,000 of those 
gi*ants at any given time. As this chart shows, of those people who 
were involved in the grant management process at OS^RSi most 
felt that they were adequately carrying out their grant manage- 
ment responsibilitie*a, that is, grants were awarded promptly, but 
when you looked at whether or not grant monitoring, grant per- 
formance was a serious problem, 48 percent of those said that it 
was a serious problem. 

Another significant number said that they were not sure, and a 
fairly small number said that they thought that grant manage- 
ment was not a problem. For formula grants, which is somethhig 
in the neighborhood of three plus billion dollars, we also got the 
same kind of response from those employees and it was pretty 
much mixed among the two components, OSEP and RSA, which 
administers these various grants. 

In terms of monitoring and here I would like to just give some 
perspective. It is clearly impossible to monitor 28 or 24 hundred 
grants on-site every year, so I am fully aware that that cannot be 
done. 

Most of the monitoring of these programs is done by the— that is, 
the discretionary grants— is done by telephone and the telephone, 
we know from history when we try to audit over the telephone, we 
don't always get quite the right answer. I think the most signifi- 
cant thing, however, is not the percentage of grants that are moni- 
tored on-site, and I think a low percentage is a problem, but I think 
the most significant thing is that the people charged with that re- 
sponsibility here felt it was a problem and even the people who are 
monitored at the state level, the state directors, felt that monitor- 
ing was generally a problem, that monitoring was infrequent and 
monitoring is valuable to these state people because it answers 
Questions that they have uncertainties about in terms of the way 
they are operating. 

In addition, they felt that once they were monitored, it took 
much too long to get their monitoring reports and I just gave a 
couple of examples. For the Office of Special Education Program, 
statistics show that their grants were monitored on average more 
infrequently, so infrequently that it would be more than four years 
between any kind of on-site monitoring. 

Once they had monitored one of these state programs, it would 
be between one and three years before a final report was issued. I 
think that is a problem. It is poiiitless to even spend the money on 
the trips or the travel to monitor and not feedback to these organi- 
zations whether or not there are problems of compliance with law 
or whether they could be operating in a better way. 
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Let's go— since I have been talking a little bit about the state re- 
lationships, I would just like to move on to that question. Here we 
have some mixed results but the problem that came up most often 
was this monitoring problem. Nearly half of the state special edu- 
cation directors were critical of r>rz^:ar^ monitoring. 

It was either too infrequent; or to*, jw or they couldn't get a 
final report that wouM give them e » yre card on how well they 
were doing. The vocational rehab directors were more critical of 
program direct^ '^n than policy guidance. 

One of the things that was pointed out to us as we did this study 
was that the field operating manual for RSA had not been updated 
for 14 y^ars. That means that it would go back before some signifi- 
cant changes in law. 

In both groups— and this is another question, technical assist- 
ance is another question 

Chairman Owens. What was the last statement? 

Mr. Gainer. About technical assistance or 

Chairman Owens. Field operations manual. 

Mr, Gainer, The field operating guide for RSA had not been up- 
dated in 14 years and I said that a lot of things have changed in 
the rehabilitation area and in this whole field in the last 14 years. 

Chairman Owens. In that law? 

Mr. Gainer. Yes, in law and in practice at the state level as well. 
On the question of technical assistance and this is one where I 
think the state/Federal relationship and the distribution of re- 
sources and the way we have chosen to operate this program raises 
a serious question about whether or not you can do a better job on 
technical assistance. 

I don't know to the extent — I don't know how well 450 people 
can do at providing technical assistance to the thousands of grant- 
ees and the 51 state education associations or agencies. 

However, it is perceived as a problem by these state directors. 
The> complain about it. They feel they need it, and I think it is an 
area where some look at whether or not there is a more appropri- 
ate role, which is feasible given resources, could be implemented in 
terms of technical assistance. 

Let's go to the next chart here. This is kind of an overall ques- 
tion as to whether or not the states receive the kind of policy guid- 
ance and direction that they believe they need. 

We asked one question about goals and objectives of the organi- 
zation, and here I think this goes to the heart of the question that 
Mr. Bartlett was getting at, to what extent is this importcmt, this 
goal-setting at the state and local level? 

Weil, these state directors were concerned about the goal-setting 
and in the case of special education, they felt that the overall goals 
were set and that they understood them and that they were posi- 
tive and useful. 

When you look at vocational rehabilitation, however, you have 
about the same number that said it was very well or well for spe- 
cial education, saying that it was poor or very poor in the area of 
vocational rehabiliation. 

I have, I think, one last chart. This is a question which— maybe 
this is the question that the department has in mind when *t says 
that any questions are methodology. This was a bone of contention 
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when we asked this question and that's asking vhe employees of an 
organization to make some kind of general judgment about how ef- 
fective the leadership of that organization is. 

Now, you can say that asking that question is like asking the 
convicts in a prison whether or not they like the warden, but I 
don't think it is the same thing because the perceptions that the 
employees of an organization have of the leadership of that organi- 
zation are very important in terms of whether they are going to get 
behind that organization in trying to achieve its goals. 

So, this is a diagnostic question. It doesn't tell you what your 
problem is, but it definitely tells you that there is a problem and it 
gives you a sense for all things considered. See, we asked a lot of 
questions about specific problems and any organization will have 
specific problems. 

If you go in and ask my people whether I pay enough attention 
to staff development, the answer is about 50 percent no because we 
do that every year, but when you ask about the overall leadership 
of this organization, 79 percent said that in recent years, the over- 
all management approach had had a negative effect on the effec- 
tiveness of this organization. 

That is all I have at this point. 

[The prepared statement of William J. Gainer follows.] 
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SUMMARY OF GAP TBSTIMOMY Bt WILLIAM J> GAXNBR 
ON THB MAMAGBMEMT Og THE 
OPriCB OF SPBCIAL BDOCATIOM AMD REHAB ILITATIVB SKRVICgS 

GA0*i testimony lumaarizcf? its r«c«ntly compl«t«d audit work on the 
managaroent of tha Dapartmant of Education's Offica of Spacial Education 
and Rahabilitativa Sarvicas (OSERS). GAO'a findings ara based on (1) 
parcaptions of OSERS roanagars and senior staff obtained through 187 
questionnaire responses and (2) interviews with state directors of 
vocational rehabilitation and spacial education regarding program 
leadership* responsiveness to state needs» and quality of services 
provided to the states. 

Significant management^related concerns were identified by OSERS and 
state officials in the following areas: 

GOAL SBTTING PROCBSS. The majority (60 percent) of OSERS respondents 
believed the Office of the Assistant Secretary for Special Education and 
Rehabilitative Services had done a poor job of establishing OSERS*wide 
goalSf coordinating activities among OSERS components (the Office of 
Special Education Programs, the Rehabilitative Services Administration, 
and the National Institute on Disability and Rehabilitative Research), 
and responding to program concerns raised by senior OSERS officials, 
regional offices, and constituents. 

PBRFORMANCB KAHAGEMBNT WITHIN COMPONBNTS. OSERS components generally 
develop operational plans in support of anticipated budget expenditures 
rather than strategic plana for multi-year periods by, among other 
things, (a) analysing the organizational environment, (b) assessing 
organizational strengths and weaknesses, (c) considering alternatives, 
(d) establishing clear objectives, (e) assigning responsibility, and (f) 
establishing feedback mechanisms. This lack of strategic planning very 
likely makes it more difficult to manage the organization and 
subsequently to aasess the performance of organizational components. 

HDMAN RBSODRCB NANAGBMBNT. More than 75 percent of OSERS respondents 
indicated that staff vacancies, staff in acting positions, and the lack 
of appropriate training courses and/or accaas to training were problems 
which affect OSERS* ability to achieve its program goals and objectives. 

GRANTS MANAGEMENT. Despite the fact that virtually all of OSERS annual 
budget is to award and administer discretionary and formula grants to 
states and other entities, nearly half of OSERS respondents with grant 
responsibilities believed there were serious problems in evaluating and 
monitoring discretionary and formula grant performance. These protlems 
were attributed to factors such as limited staff resources and the 
unavailability of travel funds. 

FBDBHAL/STATB RELATIONSHIPS. Nearly half of the state special education 
directors were critical of OSERS program monitoring. Over sixty percent 
of the state vocational rehabilitation directors believed the office of 
the Assistant Secretary had dono a poor job of establishing national 
goals and objectives for handicapped individuals. Both groups of state 
directors were disappointed with OSERS' limited technical assistance. 
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Hr* Chairman and Membarv o£ the SubcomiQitteet 

Wa are pleaaed to be here today to diacaaa oar r%)cently completed 
audit work on the nanagement of the Department of Education's 
Office of Special Education and Rehabilitative Servicaa (OSERS) 
programs and activities* I au& accompanied by Fred Yohey, GAO'a 
Assistant Director for Elementary and Secondary Education Issues, 
William DeSarnOr our Assignment Manager for our special education . 
work and Darlena Bell, the Evaluator<^in-Charge for thia 
assignment. 

Effective management systems are critical to the Department's 
ability to accomplish its mission. Traditionally r the Department 
has operated as a conglomerate of largely independent entities. 
Strategic planning and program management have been delegated to 
various assistant secretaries. Our work over the last two years 
has shown that an effective management system has not been 
established within the Department of Education. For example, 
aenior officials did not establish the subsidiary goals 
envisioned by the past Secretary of Education to implement the 
broad philosophical guidance regarding Department programs, 
gag's work at other departments has shown that there are a 
variety of ways to structure and operate such a "strategic 
management** system and the need to strengthen Department 
management in this and other ways ^as discussed in our report 
Education Issues (GA0/0CG-89-18TR, November 1988) • 

Our work specifically on OSERS management issues was initiated at 
your request subsequent to OSERS oversight hearings you held in 
November 1987. After meeting with you and your staff, we agreed 
to study the perceptions of OSERS managers and senior staff 
regarding selected management activities. It was anticipated 
that our study would aid the subcommittee in its oversight 
function and would be useful to the incoming administration. 

In August 1988^ we mailed a questionnaire to 250 OSERS 
headquarters and field managera and senior staff to obtain their 
views on OSERS management. The questionnaire was developed 
using a more general approach designed by our office for 
department'-wide management studies at the Departments of Labor 
and Health and Human Services as well as the Social Security 
Administration. The approach waa modified by adding questions 
specific to OSERS' mission. We received 187 completed 
questionnaires for an overall response rate of 75 percent. We 
also interviewed state officials who implement programs receiving 
OSERS funding-estate directors of vocational rehabilitation and 
state directors of special education. Once the questionnaire 
results were analyzed, we discussed our findings with component 
heads and several division directors and branch managers to gi^in 
additional insights into OSERS management practices. 
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In January and February 1989, we provided briafinga to you, the 
Ranking Minority Member, and oubcommittee ataff as well as senior 
OSERS officials on our preliminary findings. Comments on our 
draft report were received on September 5# 1989 from the 
Department of Education* They generally agreed with our findings 
and said they were planning actions to address the management 
concerns identified. Our final report will be issued within the 
next several weeks* 

BACKGROUND 

As you knowr the Office of the Assistant Secretary for Special 
Education and Rehabilitative Services provides overall guidance 
and direction to three OSERS components with distinct missions* 

o The Office of Special Education Programs provides grants to 
assist states in providing a free appropriate public education 
and related services to children with handicaps. 

0 The Rehabilitative Services Administration provide)^ funds to 
atate vocational r-^habilitation agencies to help physically and 
mentally disabled persons become gainfully employed. 

o The National Institute on Disability and Rehabilitation 
Research provides discretionary grants to atates, public and 
private agencies, and other organizations to support 
research, demonstrationsr and related activities. 

OSERS' fiscal year 1989 budget is $3.7 billion. This represents 
about 17 percent of the total Department of Education budget. 
The organization is authorized 425 full-time poaitions: 136 in 
the Office of Special Education Programs; 213 in the 
Rehabilitative Services Administration; 33 in the National 
Institute on Disability and Rehabilitative Research; and 43 in 
tha Office of the Assistant Secretary. 

Our work focused on the period— July 1983 through May 1989 — when 
Ms. Madeleine C. Will served as Assistant Secretary. Between 
March 1984 and November 1986, Ms* Will establiahed several broad 
goals upon which to concentrate OSERS activities — (1) transition 
from school to work for students with disabilities; (2) supported 
employment for adults with severe disabilities; and (3) education 
of atudenta with learning disabilities* 

RBSOLTS IN BRIBF 

In general, we found aignificant concern among OSERS managers and 
senior staff regarding the management of OSERS programs and 
activities. Over three-quarters of OSERS managers and senior 
staff responding to our questionnaire believed that the overall 
management approach within OSERS had a negative effect on the 
day-to-day operations of their organizational units. A primary 
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season foe these negative feelings was the perception of an 
excessive involvement in component activities by the Office of 
the Assiatant Secretary* These feelings were expressed by 
substantial numbers of managers and senior i^taff in all OSERS 
components* 



GAD Overview of Findings 

Problems identified by 
OSERS and state officials 

•Inadequate goal setting 

•Lack of strategic plans 

•Staff vacancies and training 

•Infrequent grantee monitoring 

•Strained state relationships 



Through our analyses of questionnaire responses and discussions 
with state officials, problems were identified in OSERS* 
management of its (1) goal setting process, (2) performance 
management system, (3) human resources management system, (4) 
grants management system, and (5) relationships with state 
officials* SperificalXy, 

— The majority of OSERS respondents (60 percent) said that thm 
Office of the Assistant Secretary had done a poor job of 
establishing goals, coordinating component activities, and 
responding to program concerns raised by senior OSERS 
officials, regional offices, and constituents* 
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GAO OSERS Goal Setting Process 

Most respondents said OSERS 
top management Inadequately 

•involved staff in goal setting 

•establisiied realistic objectives 

-coordinated activities with 
components 

•responded to major concerns 
of senior managers 



Khil« 0SBR8 initiativaa wara said to ganarally ralata to tha 
broad goala astabliahad by tha foraar Aaaiatant 8acratary# no 
componant aubobjactivaa wara idantifiad, and no implamantation 
milaatonaa wara astabliahad. Conaaquantlyy no ona waa hald 
raaponaibla for carrying out tasks nacassary to schiava tha broad 
goals. Thata waa also no procass for routinaly involving kay 
aanagars and ataff in sat ting goals. 

According to sanior officials » prograss in achiaving OSERS goals 
was aonitorad by tha Assistant Sacratary primarily through 
discussions at vaakly aa«tings with top OSERS officials and 
nan«gars» and by tracking timalinasa in coaplating various tasks 
such aa awarding discrationary grantai Thaaa officials told us 
that no racord of tha OSERS coaponants' prograss waa mtintainad— 
coaponanta did not provida prograss raports and ninutas of tha 
waakly aaating discussions wara not praparad. Officials told ua 
that faadback from tha Assistant Sacratary 'a offica to OSERS 
officiala was informal and consistad of pariodic aamos to ramind 
OSERS officiala of approaching daadlinaa# such as obligating 
fuAda to grantaas on schadula. 
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GAO Management of OSEHS 
Components 



Components lack critical 
elements of strategic planning 
sucli as 

^Setting a reasonable number 
of major goals 

•Monitoring progress against 
the goals 

•Providing managers periodic 
feedback on success 



PBBFORMAIICB lUMAGBMBHT IflTUIII OSXAS 
C0MMN8NTS DIFFICOLT TO HBASORS 
WITHOOT A STBATIGZC iTOJUl 

Th« p«cfocmanct of OSERS components is also difficult to m«aaure 
b«caus« thm compon«nta nsith^c d^v^lop coapon«nt-wid« strategic 
plans vith specific goals and objsctivss nor satablish and 
in^lsmsnt a aystsm to msasurs progress against such goals. 
Ssvsral important slsmants of an tii^ffsctivs stratsgic plan ars 
notsd in ths chart abova. Instaad» aach componant davalops 
operational plana of varying lavals of detail which wara baliavad 
to ba linked in a general way to the broad OSERS goals 
establiahed by the Aaalatant Secretary. ?hus each OSERS 
component informally planned ita own activities. 

None of the OSERS components develop strategic plana with 
meaaurablo performance objactiv%^a. The Rehabilitative Services 
Administration had strategic plat.s for fiscal years 1966 through 
1988 but a plan was not developed for fiscal year 1989 because of 
leaderahip and staffing changes » with the exception of these 
efforts, other components' plana we reviewed ware what we would 
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characterize as operational in nature and focused on the annual 
budget process. 

The lack of an OSGRS-wide strategic planning system linking the 
objectives of OSERS* components to the goals of the Assistant 
Secretary makes it difficult to track component progress. As a 
resulti we were told by OSERS officials that progress is 
determined by component heads through (1) regularly scheduled 
meetings with key staffs (2) personal involvement in component 
activities, and (3) tracking operational milestones established 
by components to see, for example, whetUer formula and 
discretionary grants are awarded by predetermined dates. 

MenageMnt at onit Level 

Within OSBRS ComponeDte 

Most questionnaire respondents said that at the division and 
branch unit level, units had operating plans which helped them 
manage their individual programs and activities on a day-to-day 
basis. These operating plans included elements such as (1) 
objectives for specific programs and activities (2) tasks to be 
performed, and (3) timeframes. 

However, many respondents cited hindrances in implementing their 
plans. For example, 81 percent of the questionnaire respondents 
stated that certain management practices, such as the former 
Assistant Secretary's micromanagement of the travel approval 
process negatively affected their ability to manage. Other 
factors cited included insufficient staffing, inadequate 
authority to make decisions, and inadequately trained staff* 

HUMAM USOOBCB PROBLXMS 
ALSO SAID TO RJBSTRXCT 
ORGAHXUTXOIIAL ACHIRVSMBHT 

He asked about personnel matters that could affect OSERS* ability 
to achieve unit level objectives, and found that three quart««rs 
of the respondents indicated problems in these areas: staff 
vacancies, the placement of staff in acting positions, and the 
lack of adequate training courses and/or access to training. 
Similar concerns were expressed by state directors of special 
education and vocational rehabilitation who said staff vacancies, 
staff in acting positions, and poorly trained OSERS staff were 
havini a negative impact on thair states' ability to achieve 
program goals. 

For example, the practice of designating personnel to serve in 
acting capacities for long periods cf time generally created an 
environment in which important decisions were delayed, such as 
the approval of state plans and the level of program funding to 
be provided. This situation also provided no incentive to engage 
in long-term planning or to start new program initiatives. 
Information developed by our staff in February 1988 indicated 
that 21 of 56 key OSERS positions (component heads, division 
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diractorsr regional commiaaiontra and branch manaqara) wara 
vacant or baing fillad on an acting baaia aa of tha and of 
January 1988. kt that tima, aavaral regional Rahabilitativa 
Sarvicas Adminiatration commiaaionas poaitiona had baan vacant 
for ovar a yaar. 

Information obtained from OSSRS In February 1989 indicated that 
aome improvement had occurred but that 25 percent (14) of the 
poaitiona were otlll vacant or filled with acting managera. The 
vacanciea and poaitiona filled on an acting baaia in January 1988 
and February 1989 are ahown in the graphic below. 



OSERS Personnel Management 



14 of 56 key positions 
remained vacant or filled on 
acting basis as of Feb. 1989 
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Th« majority of state directors for rehabilitative services (37) 
and state directors for special education (31) also told us that 
vacant managerial positions and persona functioning in an acting 
capacity in OSERS were having a negative effect upon their 
programs at the state level* Some specific examples included (1) 
ststes* inability to get technical assistance and advice on 
programs, (2) delays in the Office of Special Education's 
monitoring activities and (3) slow approval of state plans 
causing disruptions at the state level and generally creating an 
unstable atmosphere* 

Overall f eighty-four percent of the OSERS questionnaire 
respondents identified vacancies as a problem and 55 percent said 
that their components could seldom fill critical vacancies when 
they occurred. The reasons sientioned mo«t frequently as 
contributing to this situation were Department and OSERS 
procedures^ such as no payment for relocation expenses of new 
employees; limited promotion potential of advertised positions; 
and the uncooperative attitude of OSERS^ administrative staff 
responsible for filling such vacant positions* 

Most questionnaire respondents said the employee turnover rate 
for managers and senior staff was too high. They believed th«t 
such turnover had decri^ased the number of qualified staff in 
their units# decreased OSERS efficiency and effectiveness « and 
greatly decreased employee morale* 

XM,ffectiv« Training and 
Oe¥«lopHnt Pzograu 

Training and development programs were generally viewed 
negatively by managers and senior staff. Less than one in six 
respondents believe*! th& » Department sponsored internal training 
and development programs had been effective in improving their 
performance. The conditions cited most frequently by the 
respondents as detracting from the effectiveness of Department 
sponsored internal training and development programs were: 

inappropriate training ^iana for individual employees; 

» lack of commitment td training by OSERS officials; 

cuts in training fundj. 

In discussions of the issue with OSERS' component heads , division 
directors and branch chiefiv^ we were told that any OSERS employee 
can have an individual training plan prepared if they desire one* 
However f the training courses available through the Department's 
Horace Hann Learning Center in Washington^ D*C. include 
managerial and administrative courses only* The center does not 
offerr nor was it established to of .er, training in specialized 
subject matter related to special education or vocational 
rehabilitation issues which employees say they want and need in 
order to keep current in their profession. 
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Savtral division ditactots and branch chitfs also told us that 
traval would not ba approved by tha Offica of tha Assistant 
Sacratary to attand out of town saminara and confarancas to 
obtain such apacializad training bacausa of budgat raatrictiona* 
Zn addition^ OSERS^ regional staff could not attand courses at 
tha Horace Hann Learning Center in Washington.* D.C. because OSERS 
funds were not available to pay their travel costs or per diem 
expenaea. 

STAFF AVAZlABZLZn AMD TBAVU. 

FOMDS CA08B SBKZ008 FSOBUM 

m MONZTOftZllG QBAHTII FBMP08NAIICB 

Despite the fact that virtually all of OSERS annual budget is to 
award and administer discretionary and foinula grants to statea 
and other entities^ questionnaire respondenfa with grant 
responsibilities believed there weri serious problema in 
evaluating and monitoring discretionary and formula grant 
performance* These problems are attributed to limited staff and 
tha unavailability of travel funds. Our primary findings 
regarding tha OSERS grant management syaten are noted in the 
chart below. 



GAO OSERS Grants Management 



Grant managers reported 

•Grant award procedures 
generally followed (69%) 

•Monitoring grant performance 
was a serious problem (48%) 

•Available travel funds limit 
monitoring activities 
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Oiicr«tionary grants 

For axamplei during fiscal year 1988^ OSERS awarded 2,366 
discretionary granta totaling over 9338 million* But, telephone 
discussions were the moat common method uaed for monitoring 
graiits according to OSERS component heads and 88 percent of 128 
OSERS respondents and on-site visits were only occa^-ionally 
conducted. OSERS officials told us that in fact on-site 
monitoring visits were conducted for about 5 percent of their 
discretionary grants daring fiscal year 1988. According to our 
questionnaire results » 26 of 80 respondents said that the 
frequency of discretionary grant on-site visits in their areas 
was at best every 5 years apart* In addition, 21 respondents 
reported that some discretionary grants were never monitored on- 
site* 

VocBiula grsDts 

About 90 percent of OSERS' 93.7 billion fiscal year 1989 
appropriation is devoted to formula grants* Forty of the 85 
questionnaire respondents with formula grant responsibility 
identified monitoring compliance as the most serious problem in 
the formula grant cycle* However, the problem seemed to be more 
prevalent in the Office of Special Education than in the 
Rehabilitative Services Administration* (The National institute 
of Disability and Rehabil5.tation Research does not administer 
formula grants.) As with discretionary grants, insufficient 
travsl funds and staff vacancies were again cited by many 
respondents as the primary causes of this problem. 

Monitoring procedures differ between OSERS components* According 
to OSERS officials, formula grants are monitored by agency 
officials at grantee locations every year by the Rehabilitative 
Services Administration and 4 or more years apart by the Office 
of Special Education Programs. Reports are prepared and issued 
to grantees after monitoring visits are completed* Fifty of 74 
respondents tD our questionnaire indicated that it generally 
takes 90 days or less to prepare and issue monitoring reports but 
10 of the 13 Special Education grant management staff indicated 
that it took from one to three years to prepare and issue final 
monitoring reports* The time required to prepare and issue a 
monitoring report in the Office of Special Education appeared to 
us as unreasonable* 

Information provided by OSERS officials indicated that 9 of 11 
state special education agencies visited by the Office of Special 
Education during fiscal year 1987 had not received final written 
monitoring reports as of February 1989. These delays were 
attributed by respondents to slow departmental clearances and 
staff unavailability. This information was buttressed by 
information from our telephone survey of state special education 
directors who told us that receiving formal monitoring feedback 
was one of the most critical problems in their relationship with 
the Office of Special Education* Their comments indicate that 
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the Office of Special Education waa not aupportive of their 
etatee' need for responsive and timely feedback. Nearly half 
(24) of these state directors said it sometimes took two or more 
years to receive a final monitoring report* 

STRAINED 08BR8* ULATZOMSHZP 
WITH STATI AGSliC;t8 

Comments from state directors of special education and vocational 
rehabilitation agencies identified several problems regarding 
their states' relationship with OSERS. Most special education 
director-) shared the sMe concern as OSERS respondents concerning 
program monitoring carried out by the Office of special 
Sducation* 



CWD Relationships With State 
Agencies Strained 



> Special education directors 
critical of program monitoring 
(24 of 51) 

> Vocational rehabilitation 
directors critical of program 
direction and policy guidance 
(33 of 51) 

' Both groups considered 
technical assistance limited 
(53 of 98) 



The majority of vocational rehabilitation state directors' 
comments were negative regardi«)g OSERS management. Vocational 
rehabilitation state directors were critical of OSERS program 
direction, policy guidance, and particularly RSA'a technical 
assistance. The overall views of these state officials are 
reflected in the chart above, 
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Pcogru Direction and Policy Guidaoct 

As shown in ths chart bslow, stats officials had mixed views 
regarding the establishmsnt of OSERS goals. The majority of 
special education stats dirsctors (33 of 51) wsrs plsassd with 
ths goals sstablishsd by ths former Assistant Sscrstary for 
pstsons with handicapping conditions* Howsvsri ths sams numbsr 
of state vocational rshabili tation dirsctors told us that ths 
Offics of ths Assistant Sscrstary had dons a poor job in 
establishing national goals and objsctivss for handicapped 
pesuons. Many vocational rshabili tation dirsctors bslisvsd that 
their sxpsrtiss and comments had been disrsgardsd in sstting 
goals for ths Rshabili tativs Ssrvicss Administration. In 
additiont sighty percent of the stats vocational rshabili tation 
dirsctors statsd that the fsderal/stats gartnsrship bstwssn thsir 
etste agencies and ths Rshabili tativs Ssrvicss Administration 
hsadquartsrs had dstsrioratsd or in offset "csaavd to sxist". 
On the othsr hand, RSA regional officss wsrs gsnsrally viswsd 
favorably by vocational rshabili tation dirsctors. 



CW) Mixed Views on Establishing 
Program Goals and Objectives 





Number of . 

special 
Eaucatlon 
state Directors 


Number of 
Vocational 
Rehabilitation 
State Directors 


Very well 


9 


2 


Well 


24 


5 


Neither well 
nor poorly 


10 


11 


Poorly 


6 


18 


Very poorly 


1 


15 


^k} basis to Judge 


1 


0 


1btal # of 
respondents 


51 


51 
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Written OSERS policy guidance provided to the states was 
generally characterized as moderately useful but untimely. 
Thirty-three of 51 state special education directors told us that 
the written policy guidance received from the Office of special 
Education Programs was untimely* Similarly, 43 of 51 state 
vocational rehabilitation directors said the Rehabilitative 
Services Administration's policy guidance was untimely. The 
Rehabilitative Service Administration's policy manual^ for 
example, has gone without a major revision for 14 years. While 
considered moderately useful^ written OSERS policy guidance was 
variously characterized by state directors as sporadic, 
incidental, and outdated. These directors said that this cauaedr 
among other things, problems in determining who was considered 
eligible to receive rehabilitation services* 

Technical eeeietance 

State directors of both vocational rehabilitation and special 
education agencies were critical of OSERS technical assistance. 
For example, according to state vocational rehabilitation 
directors: 

— sixty-three percent said Rehabilitative Services 
Administration staff generally were unaware of the kinds 
of rehabilitative services needed in their states; 

— forty-five percent believed that this lack of knowledge 
results ttom Rehabilitative Services Administration staff 
being inexperienced and improperly trained; and 

— fifty-five percent believed that the Rehabilitative 
Services Administration's staff's lack of expertise has 
had a negative effect on their ability to achieve state 
program goals because they frequently cannot get needed 
guidance or needed technical assistance. 

OVBKALI. PBRCBPTXOfelS 
ON OSBRS' MAMAGBMENT 

As reflected in the following graphic, 79 percent of OSERS 
managers and senior staff responding to our questionnaire 
believed the former Assistant Secretary's overall management 
approach negatively influenced the management of their 
organizational units. Many officials said that the former 
Assistant Secretary's overall management approach had a very 
negative effect on their unit operations. Specific explanations 
cited by respondents included (1) too much intervention and 
raicrom^nagement of component activities, (2) lack of professional 
respect toward the staff, and (3) failure to support 
Rehabilitative Service Administration goals. Nine of 184 
respondents (S percent) indicated that the former Assistant 
Secretary's overall management approach had a positive effect on 
their units' daily management. 
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GAD Effect of Overall Management 
Approach on Unit Operations 



Most reported negative effect 
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Rupond«nts' coounenti regarding liiaea requiring OSERS' top 
aanagemant attention were consiatent with information we obtained 
through our analyaia of queationnaire reaponaear where moat 
reapondenta generally believed that the Office of the Aaaiatant 
Secretary too involved in component activitiea auch aa 
Betting pcxiclea, allocating reaourcea, program management and 
particularly adminiatrative operationa. Other problema receiving 
frequent mention were their perceptiona that the former Aaaiatant 
Secretary lacked reapect for ataff; infrequently recognized 
employeea' abllitiea; provided poor leaderahip; and maintained an 
ineffective organizational atructure. A need for better 
communication and cooperation between the Aaaiatant Secretary'a 
office and the three OSERS oomponenta waa alao mentioned 
repeatedly. 



That concludes my prepared atatement. My colleaguea and I will 
be happy to anawer any queationa you or other membera of the 
Subcommittee may have. 
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R«queat« for copies of GAG reports or testimony should be sent 



U.S. Genersl Accounting Office 
Post Office Box 6015 
G«ith«rsbur9# Marylsnd 20877 

Telephone: 202-275-6241 

The first five copies of each report are free. Additional copies 
are $2.00 each. 

There is a 251 discount on orders for 100 or Aore copies mailed 
to a single address. 

Orders must be prepaid by cash or by check or money order made 
out to the Superintendent of Documents. 



to: 
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Chairman Owens. Thank vou. Mr. Secretary. 

Dr. DaVILA. Thank you, Mr. Chairman, for tho warm welcome 
that you extended to me earlier this morning and I want to thank 
the members of this subcommittee also for the opportunity to come 
here for the first time as Assistant Secretary. 

Generally speaking, I have very positive opinions about special 
education and vocational rehabilitation in this country. As you 
may well know, I am a product of special education and vocational 
rehabilitation. 

My elementary and secondary education was in special educa- 
tion, as well as my undergraduate training at Gallaudet. In addi- 
tion, part of my doctoral studies were supported by vocational re- 
habilitation on a fellowship grant. 

So, I come to my new responsibilities without any illusions that 
it is going to be a simple task. I have assumed enormous responsi- 
bilities, but I welcome the challenges presented by this position, 
and I enter into these responsibilities with optimism. 

I am aware of the internal problems concerning OSERS. The 

Eroblems have been very clearly enunciated this morning and I 
ave reviewed these problems, discussed them at length, and I am 
going forward to provide the strongest possible leadership to 
OSERS as I begin my duties. 

Although we have questions about the methodology on which the 
GAO report was based, many of the conclusions in the report are 
consutent with my own assessment of management probl cna in 
OSERS. 

In particular, I have concerns regarding excess centralization of 
authority, lack of collegiality and meaningfully shared decisions 
thuc involve the staff in the decision making process, both commu- 
nication internally and externally, and problems with obtaining 
and allocating organizational resources. 

We recognize that the complex and persistent management prob- 
lems of OSERS cannot be solved immediately. However, the new 
management team in OSERS considers returning sound manage- 
ment practices and improved morale to OSERS to be one of its 
highest priorities. 

u 4^. ^Portant to note that despite the problems identified by 
the GAO, OSERS has continued to award and administer programs 
in appropriations of approximately $3.7 billion per year. Funds 
have been obligated to grantees on schedule and services to stu- 
dents and clients have not been interrupted. 

As a result of our review of the needs of OSERS, we are planning 
corrective actions to address areas related to goal setting, manage- 
ment of human resources and in the grant-making process, and our 
relationship with the States. 

OSERS will develop a set of cross-cutting goals intended to pro- 
vide a conceptual framework for the administration of programs 
and the allocation and use of Federal resources. 

These goals complement and help guide the more specialiiied and 
shorter-term plans now used for budgeting, grants and contracts 
scheduling and management, program monitoring, and the develop- 
ment of regulations. 

I have already conducted a one-day retreat with my senior man- 
agement team to begin the process of developing OSERS-wide goals 
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tive'' designed to better measure the use and effect of Federal 
funds. 

For example, evaluation criteria for making new awards and con- 
tinuation awards are being reviewed to determine how grantee per- 
formance may be better linked to funding. The "Accountability Ini- 
tiative" is expected to result in more extensive monitoring of grant- 

In addition, it is our intention to place the monitoring of the 
EHA-B program on a more timely and systematic basis. Great 
progress has been made in reducing a backlog of final reports. 

We expect to make available shortly a prospective schedule of 
EHA monitoring visits and believe that sufficient resources will be 
available to meet this schedule. 

Another area to address is the provision of technical assistance 
to the states. The Office of Special Education Programs (OSEP) has 
initiated efforts to review the role of clearinghouses, institutes, re- 
gional resource centers, and other projects that provide technical 
assistance to the field. 

OSEP will identify and implement strategies to better link, co- 
ordinate, and expand OSEP technical assistance and leadership ef- 
forts to the field as well as to better interface with RSA, the Na- 
tional Institute on Disability and Rehabilitation Research, and 
other offices within the Department of Education. 

The Fiscal Year 1990 RSA workplan will include a technical as- 
sistance component. The new RSA Commissioner regards the provi- 
sion of timely technical assistance as a top priority because of its 
preventive qualities. 

We believe that our new management team, which includes 
three senior managers with extensive experience in state govern- 
ment, will effect changes which will improve relations with state 
agencies. 

Our planning activities will be designed so that our state part- 
ners will have full opportunity to have their views considered. I be- 
lieve we are making a fair, frank, and honest assessment of organi- 
zational and management problems in OSERS. 

The GAO survey of employee and constituent perceptions has 
been useful in this process. I hope I have been able to give you 
some sense of the many positive and constructive changes that are 
happening in OSERS which I believe will improve our performance 
in a number of important areas. 

I would be pleased to answer any questions you might have. 
Thank you. 

[The prepared statement of Dr. Robert R. Davila follows:] 
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Mr« Chairman and members of the Subcoomiittee« thank you for the 
opportunity to appear before you today to diacuBB the management 
of the Department's special education and rehabilitation programs. 

Let me first eay how pleased I am to be representing the 
Department, and the Administration^ working in a leadership role 
In a program area to which I have devoted my professional career. 
I hope that this hearing will be the first of many in which I can 
work with the Subcommittee to improve the effectiveness of programs 
for Americans with diseibilities. 

Although we have Quest ions about the methodology on which the OAO 
report was basedy many of the conclusions in the report are 
consistent with my own aBseesment of management problems in OSERS. 
In particular r I have concerns regarding excess centralization of 
authority^ lack of collegiality and meaningfully shared decision 
making^ poor communications internally and externallyi and problems 
with obtaining and allocating organizational resources. We 
recognize that the complex and persistent management problems 
c' OSERS cannot be solved^ immediately. However# the new management 
team in OSERS considers returning sound management practices and 
improved morale to OSERS to be one of its highest priorities. 

It is important to note that despite the problems identified by 
GAOr OSERS has continued to award and administer program 
appropriations of approximately $3.7 billion per year. Funds 
have been obligated to grantees on schedule and servicea to 
students find :iients have not been interrupted. 
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As a result of our review of the needs of OSERS, we are plamiing 
corrective actions to address areas relating to goal setting, 
management of human resources and the grant-making procei s# and our 
relationship with the States, 

OSERS will develop a set of cross-cutting goals intended to provide 
a conceptual framework for the achninistration of programs and the 
allocation and use of Federal resources* These goals will 
complement and help guide the more specialized and shorter-term 
plans new used for budgeting, grants and contracts scheduling and 
management, program monitoring, and the development of regulations, 

I have already conducted a one-day retreat with my senior 
managemeuit team to begin the process of developing OSERS-wide goals 
and objectives. We intend to establish a management system in 
OSERS that can nieasure our success in achieving these goals. I 
have also asked senior management officials of OSERS to meet with 
their key staff to develop additional goals and objectives for each 
of the OSERS components. Theso goals will be developed in full 
consultation with the professional staff in the three OSERS 
components, and with the rehabilitation, special education, and 
research communities. Rehabilitation Services Commissioner 
Nell Carney, for example, has already begun to solicit input from 
State agencies and other organizations on a strategic plan for RSA. 
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The management relationehape between the Office of the Assistant 
Secretary (OAS) and the OSERS cooqponcntB are another major area of 
concern* As a first step in improving management relationships* 
it is our intention to move to a more decentralized management 
style* My management philosophy has always been to give 
senior managers the authority to do their jobs and hold them 
accountable for the results. We have already taken several actions 
to pursue a more decentralized management approach* For examplei 
most requests for travel no longer require the approval of the 
Assistant Secretary* This authority has been delegated to the 
individual component heads* 

I meet on a regular basis with senior management officials to 
review OSERS-wide issues and problems* Each of the component heads 
conducts similar ^neetings with their key staff* In summary* we are 
nvrving OSERS toward a more collaborative management system* 

The GAO report has substantial findings in the area of human 
resources management* Unfilled positions* positions occupied for 
long periods on an "acting" basis* lack of staff competence* and 
a high staff turnover rate were cited as problems* OSERS has never 
"hired up" to the present staff ceiling of 424 FTE* We are trying 
to improve our performance in filling permanent positions* RSA has 
just filled two critical Regional Commissioner vacancies and 
expects to fill the remaining vacancy soon* We intend to discuss 
with the appropriate Department offices ways to expedite the 
recruitment of key personnel* 
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We also believe that more specialized training for Btaff would be 
desirable. The Horace Mann Learning Center has provided 
approximately 4« 300 hours of managerial and administrative training 
to OSERS employees in FV 1988 and more than 7 #000 hours through 
July 25, 1989. We will explore with the Office of Personnel 
mechanisms for providing more specialized training to OSERS staff. 
We are also exploring methods of providing expanded staff 
development opportunities internally. A Department-wide Education 
Program Curriculum Conunittee has been established to review the 
training needs of Education Program Specialists and those in 
related job series, and to recommend training and other development 
actions to maintain their exx>ertise« 

Progreun accountability is a high priority of the Department. The 
Department is developing a series of interrelated program, 
mar.agement, and regulatory changes as part of an "Accountability 
Initiative" designed to better measure the use and effect of 
Federal funds. For example, evaluation criteria for making new 
awards and continuation dwards are b&ing reviewed to determine how 
grantee performance may be better linked to funding. The 
"Accountability Initiative" is expected to result in more extensive 
monitoring of grantees. In addition, it is our intenf:ion to place 
the monitoring of the EKA-*B program on a more timely and systematic 
basis. Great progress has bee^ made in reducing the backlog of final 
reports. We expect to make available shortly a prospective schedule 
for EHA monitoring visits and believe that sufficient resources will 
be available to meet this schedule. 
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Another area we plan to address is the provieion of technical 
assistance to the States. The Office of Special Education Programs 
(OSEP) has initiated efforts to review the role of clearinghouses, 
institutes, regional resource centers* and other projects that 
provide technical assistance to the field. OSEP will identify and 
implement strategies to better link, coordiziate, and expand OSEP 
technical assistance and leadership efforts to the field as well 
as ways to better interface with RSAi the National Institute on 
Disability and Rehabilitation Researchi and other offices within the 
Department of Education* 

The FY' 1990 RSA workplan will include a technical assistance 
component* The new RSA Carnnissioner regards the provision of timely 
technical assistance as a top priority because of its preventive 
qualities* 

We believe that our new management team, which includes three 
senior managers with extensive experience in State government, will * 
effect changes which wil} improve relations with State agencies* 
Our planning activities will be designed so that our State partners 
will have full opportunity to have their views considered* 

I believe that we are making a fair, frank, and honest assessment 
of organizational and management problems in OSERS* The GAO survey 
of employee and constituent percep'uions has been useful in this 
process* I hope that I have been able to give you some sense of the 
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many positive and constructive changes that we are making in OSERS 
which I believe will improve our performance in a number of important 
areas* 

I would be pleased to answer any questions you might have* 
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Chairman Owens. Thank you very much, Mr. Secretary. I sus- 
pect that you have been briefed on this process and you know a 
little bit about the history of the events which brought us to the 
present situation with respect to this review by GAO. 

The subcommittee is certainly not concerned with micromanag- 
ing your Department. We have no intention to try to micromanage 
any aspect of the work of our jurisdiction. 

We do think it is very important to note for the record, however, 
that in attempting to exercise our oversight function, we ran into a 
field of hostility and unresponsiveness. We got no responses as a 
result of our initial efforts to try to deal with the complaints that 
had come to us from the agencies in the field and from the people 
who are the beneficiaries of the programs under the jurisdiction of 
OSERS. 

As a result of not getting any positive response, we moved to 
become more and more involved in trying to determine what the 
problem was. That is what has brought us to the present situation. 

The problems are considerable— have been considerable. We look 
forward to your positive approach, both to the responsiveness with 
respect to the oversight of this committee, and also in general steps 
you have taken already. They have been laudable, ^though you 
have been in a very short period of time. 

So, we look forward to working with you, but we nevertheless 
think that it is important to pursue the details of what we have 
discovered and we hope that you will take full advantage of the 
work that has been done by GAO. I again applaud them for the job 
that they have done already. 

I would like to note also, Mr. Secretary, that you have answered 
quite a number of questions that were put to you by members of 
the House and the Senate. We submitted questions to Senator 
Harkin. He submitted to you questions that were submitted by var- 
ious congressmen and senators in the preconfirmation process. 

None of that is on the record at this point, so I would like to, if 
there are no objections, place into the record the questions that 
were submitted to you, Dr. Davila, and the responses that you 
gave. 

Without objection, we will submit these for the records and have 
it on the record. 
[The material follows:] 
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UNIVERSITY 



PRE.COUfCE PROGRAMS 
OFFICE Of THE VICE PRESIDENT 
U02I 64t $0l9 



KFNOALl CREEN 
too FIORIDA AVENVE. N E 
MIASHINOTON. DC 2000i 



June 30, 19B9 



The Honorable Tom Harkin 
Chaiman 

Senate Subconnlttee on the 

Handicapped 
Senate Hart Office Building 
Washington, D.C. 20510-6310 

Dear Senator Harkin: 

I an pleased to submit for your review, and that of che 
Committee, the responses to the questions recently received 
relative to my nomination to the position of Assistant Secretary 
for special Education and Rehabilitative services In the U. S. 
Department of Education. If I can provide you with any further 
Information, please let me know. 

1 look forward to working with you and the Committee In the 
future. Thank you. 



sincerely 




Robert R. Davlla 
vice President 
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Question: 

1. Why did you decide to leave your current position at 
Gallaudet University and accept the nomination to 
become the Assistant Secretary for Special Education 
and .Rehabilitative Services? 

Answer: 

Hy present position as a senior officer at Gallaudet 
University has been a source of great personal 
satisfaction and fulfillment. Koweveri I am motivated 
by a firm desire to serve my country in a position 
where my trainingi experience and personal attributes 
would be useful in service to Americans with 
disabilities and their families and advocates, Z am 
a product of special education and I am grateful for 
the support and assistance I have received throughout 
my life. I wish to repay our nation for this assistance 
by assuming greater public service responsibility. 
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Question: 



Why did you docide to leave your current position at 
Gallaudet University and accept the nomination to 
become the Assistant Secretary for Special Education 
and Rehabilitative Services? 



Answer : 



My present position as a senior officer at Gallaudet 
University has been a source of great personal 
satisfaction and fulfillment* However, i am motivated 
by a firm desire to serve my country in a position 
where my training, experience and personal attributes 
would be useful in service to Americans with 
disabilities and their families and advocaf^s. I am 
a product of special education and I am grateful for 
the support and assistance i have received throughout 
my life. I wish to repay our nation for this assistance 
by assuming greater public service responsibility. 
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Queiitlon: 

2* What !■ your vision for p«opl« with diMbilities in 

America? What are the najor obetaclee and most pressing 
needs faced by people with disabilities? Do you agree 
with the findings of the National Council on Disability, 
the civil Ri.nts Commission and the recent polls 
conducted b;^ Lou Harris that discrimination against 
people with disabilities is still pervasive? 

Answer: 

Americans with disabilities represent a powerful and 
important resource within our society* However, I 
believe^ ai« recent polls and reports have indicated, 
that discrimination against persons with disabilities is 
still pervasive. Robert Funk writing in **Images of ^.he 
Disabled, Disabling Imagesi" states that '*the general 
public does not associate the word 'discrimination* 
with segregation and exclusion of disabled people.** 
People assume that the absence of persons with 
disabilities in the communityi in schools and in the 
marketplace is the result of the fact that they cannot 
be served there. This assumption is now being 
challenged by the Congress, the courts, policy-*inakers, 
Americans with disabilities and their advocates and 
professionals in education and rehabilitation. As a 
consequence of this remarkable movement to promote 
persons with disabilities to the forefront and provide 
them with equal access and opportunity, we are beginning 
to see a lessoning of this devastating discrimination 
end the development of a more positive attitude of 
acceptance and public support. This positive trend has 
resulted in increased opportunities in education, 
employment and community living for persons with 
disabilities because images based on false arsumptions 
and stereotypes have given way to more realistic and 
enhancing public acceptance and support. Navertheless, 
attitudes based on misinformation and ignorance continue 
to be major obstacles to integration and self- 
fulfillment. Clearlyi the most pressing need continues 
to be access to all facets of American life through 
appropriate education, training and preparation 
for employment and independent living. 

I see a future when all Americansi whatever their 
special identity and distinguishing characteristics, 
will have equal access to opportunities in education, 
training, employment and community life. This is the 
vision that has guided my own personal outlook and which 
will continue to guide me as I begin work in my new 
position. We have made remarkable progress in the last 
fifteen years but more remains to be done. 
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Question: 

4* PleaBe identify the five major objectives you have set 
for yourself in the next 12 , 24, and 36 months. Please 
identify the five major objectives you will set for RSA 
with the new Commissioner for the next 12, 24 and 36 
months? Please do the same with respect to NIDRR and 
OSEP. 



I intend to implement internal management structures to 
promote greater collaboration and interface among OSEP, 
KSA and NIDRR. Below are my goals for each of the 
subunitB. For the first year of my service, I will 
be devoting particular attention to the following 
goals: 

Implement a management structure within the 
department that will ensure efficient and effective 
use of personnel and resources to meet the needs 
of all individuals with disabilities* 

H Identify and communicate an agenda for OSERS that 
will reflect a clear statement of goalc and funding 
priorities for FY 1991. Some of the program areas 
of high priority will include support for early 
intervention and early childhood education, 
independent living, transition to postsecondary 
and employment placements, recruitment and 
retention of rehabilitation and special education 
personnel and diffusion of research and 
demonstration results among others. 

■f- Idewtify and develop a strategic plan for new 
initiatives and programs for the 1990 *s designed 
to improve, special education and rehabi.l itative 
services to all persons with disabilities. 

+ Foster greater collaboration among the various 
communities and groups of the disabled. 

■(> Initiate a program of increased collaboration 
among all agencies and programs providing services 
to the disabled. 

•I- Monitor and promote progress on implementation of 
the recommendations made by the Commission on 
Education of the Deaf. 



Answer: 
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The goals for each of the subunlts for the first year 
and beyond are a^ follows: 



OSEP 

First Year; 

•f- Review, evaluate and facilitate on*going programs 
and activities within OSEP which support special 
education within the states. 

-f Identify and implement refinements within the 
Federal special education monitoring system. Such 
refinemi>ntB will emphasize reliability consistency, 
timeliness and system enhancement* 

Finalize a Programmatic Hission statement to guide 
efforts to support special education within the 
states during the 1990 *s, 

•(> Utilize a national advisory committee to develop 
short and long range strategies to support rigorous 
special education recruitment and retention 
activities within the states. 

Identify effective initiatives and strategies to 
facilitate intra and interagency programmatic 
collaboration • 

+ Identify initiatives and strategies to increase the 
extent and quality of interaction between students 
with disabilities and their peers who are not 
disabled. 



Second and Third Years ; 

•(> Review the efficiency and effectiveness of the 
Federal special education monitoring system and 
implement on-going refinements. 

•f Evaluate consistency between the Special Education 
Programmatic Mission Statement and on-going OSEP 
activities. 

•I- Implement and evaluate strategies to support 

special education recruitment and retention efforts 
within the States. 
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+ Implement and evaluate initiatives and strategies 
designed to enhance intra and interagency 
programmatic collaboration. 

+ Implement and evaluate initiatives and strategies 
to enhance the extent and quality of interactions 
between students with disabilities and their peers 
who are not disabled. 

RSA 

First Year; 

+ Review and develop response plan to management 
concerns identified by the GAO study. 

+ Develop and implement short-term management 
objectives for RSA. 

+ Identify and communicate major program goals and 
funding priorities for RSA. 

+ Establish meaningful relationships with service 
providers and consumers of services to strengthen 
and broaden the RSA constituencies. 

+ Review and revise, as may be indicated, the policy 
development process within RSA. 

+ Work closely with the Commissioner of RSA on the 
reauthorization of the Rehabilitation Act. 



Second and Third Years; 

+ Identify new initiatives and begin implementing 
long-range program objectives for RSA. 

Refine and extend technical assistance services to 
State programs through the regional RSA offices. 

+ Implement and evaluate initiatives and strategies 
designed to enhance intra and interagency 
progranmiatic collaboration. 

+ Implement and evaluate initiatives and strategies 
to enhance the extent and quality of program 
services and the placement experience with RSA 
clients. 
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NIORR 

First Year; 

-(> Implement ,,\e new Technology Related Assistance 
for Individuals with Disabilities Program; develop 
systems for monitoring and evaluating. 

Initiate a long-range planning process for new 
initiatives that will ensure involvement of 
consumers and other constituents. 

Assess the extent to which current reporting and 
monitoring practices facilitate or impede program 
accountability. 

-f- Complete the development of and begin the 
implementation of a computerized program 
information system that will facilitate program 
management and permit greater public access to 
NIDRR program information. 

Collaborate with OSEP and RSA personnel to 
promote interface and collaboration among 
all subunits in OSEKS. 

Second and Third Years; 

Continue to expand the Technology Related 
Assistance program; implement site visits for 
extension grants; submit evaluation report to 
Congress by 10-1-92. 

•I- Complete the implementation of the program 

information system, including information entry, 
training and expansion to facilitate public access. 

+ Prepare a new long-range plan for research that 
appropriately reflects the priority needs of 
special education and rehabilitative services. 

+ Enhance the dissemination and utilization of 
research results through improved diffusion 
systems and strategies. 
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Questions 



5» I'm sure you have been briefed on the assertions made about the 
xnanagement problems within OSERS (including problems within the 
Office of the Assistant Secretary, and within RSA, NIDRR and QSEP 
and between the various offices)* Problem areas which have been 
identified includes the low morale of staff i vacancies in key 
positions, other positions filled on an "acting" basiSr difficulty 
in recruiting qualified personnel, the lack of management plans 
and objectives, xnicro-mana.ement, the strained relationship with 
thtt state partners, problems with monitoring, lack of technical 
assistance, delays in issuing regulations and other policy 
guidance, delays in issuing RFPs in a timely manner and delays 
in awarding discretionary grants and contracts* These are very 
serious assertions. What is your assessment of the validity of 
each of these assertions? What is your assessment of the nature 
and severity of the management problems you will be facing? What 
steps will you take to address these problems? What is your 
timeline? 



I am broadly familiar with these assertions and I recognize their 
seriousness* I have not yet been in a position to make a detailed 
assessment of the validity of each assertion. Howevei, I believe 
that the fact that these assertions have been raised in this 
manner indicates that strong and concerted actions need to be 
taken to address them. I will work with the new heads of OSERS 
components to correct the problems that exist. 

I assure this Committee that I will carefully evaluate these 
assertions and take whatever steps are appropriate to rectify 
any problems. 



Answers 
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Karkin 
Question: 

6. What is your understanding of the legal relationship between 
the Assistant Secretary and the Comnissioner of RSA? The 
Director of HIDRR7 The Director of OSBP? What management 
style will you employ with respect to the heads of each of 
these program operating components? will your relationship 
with the Comnissioner of RSA and the Director of NIDRR 
differ to any degree with the Director of OSEP? 



under the Department of Education Organization Act. the 
Assistant Secretary for OSERS supervises the respective 
heads of the Rehabilitation* Rehabilitation Research and 
Special Education programs. The Assistant Secretary is 
in turn supenrised by and reports to the Secretary, The 
legal relationship between the Assistant Secretary and the 
Commissioner of the Rehabilitation Services Administration 
was discussed and clarified in an opinion from the Office of 
the General Counsel, which confirmed the Assistant 
Secretary's supervisory role concerning the Commissioner. 

My management style for matters of priority setting, program 
leadership » and the exploration and resolution of complex 
issues specific to individual programs will involve close 
consultation with the heads of RSA. NIDRR and OSEP. 
Consensus-building will be my top priority, 1 do not expect 
that there will be any differences in how I will regard or 
work with the program heads. I regard the two program heads 
who have been appointed or nominated to date as being 
exceptionally well-qualified for their roles of providing 
Federal leadership for OSEP and RSA programs. 



Answer I 




ERIC 



59 



Hark in 
Quest lent 

7. At a hearing I held on October 8, 1987, Madeleine Will 

identified serious problems of program fragmentation, lack 
of program coordination and integration among the programs 
administered by OSERS. She also stated that they would be 
completing a report with reccmmendations by April, 1988 and 
the recGDunendations would be presented to Congress. She 
also stated that the answer to the problem might involve 
changes in both the statutory and regulatory structures of 
the current programs as well as new administrative 
arrangements. 

What is the status of this report? if completed, when will 
it be shared wxth Congress? what is your position on these 
issues? 



I am strongly committed to improving program coordination 
among the various programs administered by OSERS. I believe 
that significant progress can be achieved by improved 
management within OSERS. However, I do not foresee a need 
for statutory or regulatory changes at this time. 



Answer I 
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Question: 

8, What arm your plans for continuing the major policy 

initiatives (such as the regular education initiative 
and supportive employment} developed by Madeline Will? 

Answers 

I support the continuation of the major policy 
initiatives developed by Ms. Will. Inasmuch as my goal 
will be to use ay office to do what I can to enable all 
persons with disabilities to develop to their full 
potential and to enhance their ability to be productive 
members of society , major initiatives already underway 
to obtain supported employment, competitive employment, 
and post^eecondary education for periBons with 
disabilities will continue to be important major 
efforts. I also support the regular education 
initiative even though I recognize that there are 
concerns that it could be used as a justification for 
placing children with disabilities in regular education 
classrooms without providing then with the special 
education, related services and other support services 
that they need to succeed, nevertheless^ i think the 
general education initiative provides a major 
opportunity for schools to expand educational 
alternatives for students with disabilities. I believe 
that OSERS must monitor its' implementation carefully to 
make certain that it is consistent with the EHA and that 
handicapped children who are in regular clas&rooms 
receive the special education and related services they 
need. 

I also support the initiative to effect smooth 
transition from school to work to independent living. 
In order to enhance these transitions, better 
coordination needs to occur among all agencies providing 
services to persons with disabilities. Schools, 
vocational education programs, rehabilitation agencies, 
hea"'th care agencies, etc., must develop regular and 
systematic exchange of information about individual 
student programs and collaboratr to effect progress, 

I support the traumatic brain injury initiative and 
would like to see increased research in TBI in order 
that service delivery systems can be improved. 

The early childhood initiative represents an important 
education reform initiative that has had its most 
positive development with handicapped children. 
Early intervention with handicapped preschool children 
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and their families increases the likelihood of 
progranunatic success in later years. This is an 
important initiative that I would like to see further 
developed. 

Throughout all of these initiatives developed by Ms. 
Will, and which I would continue to promote and develop , 
special attention must be paid to tlie needs of female 
and minority students to offset the traces of biases and 
stezeotyping based on sex, race and national origin* 
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Qusstlon: 



9. What policy initiatives do you plan on pursuing? 
Ansvar; 



Asida from continuing to support tha initiatives already 
under developnenti as addressed above, I would like to 
place najor emphasis on early intervention programs, 
including infant and toddlers and early childhood 
progranuning with accompanying faaily education support. 
These education reform initiatives hold promise for 
greater chance of success in later stages of 
development • 

I would also like to see increased support and 
development of model programs for independent living. 
Inasmuch as the baseline goal of education and 
reh bilitation is to help an individual to function 
as independently as possible in the community, we must 
continue to provide support to individuals who need 
continuing assistance to maintain their full measure of 
independence as productive members of the community. 

I would like to initiate important efforts to alleviate 
the serious issue of special education teacher quality 
and critical teacher shortages. The reform movements 
underway to develop alternative certification and 
licenoure requirements for teachers and administrators 
are initiatives that have appropriateness for special 
education ae well. Issues and problems related to the 
recruitment and retention of special education teachers, 
especially those working with severely disabled 
students, must be addressed if we are to meet needs and 
challenges confronting us now and in the future. The 
lack of sufficient numbers of minority special education 
personnel has reached alarming proportions and needs 
critical attention. Imaginative recruitment programs 
supported by affordable and effective incentives need to 
be developed. 

I would like to initiate a program of increased 
collaboration between all agencies ^.nd programs 
providing services to persons with disabilities and 
other groups in the community who also need to support 
and assist them. I would like to see OSERS develop 
effective mechanisms to foster interagency collaboration 
on issues affecting individuals and their families. 
The Handicapped Infants and Toddlers Program requires 
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that Mch Btata •■tabllah a atata Intaragency 
coordinating council . Thaaa councils will hava 
raaponaibility for davaloping atatewidSi conprahanaive^ 
nultidiaciplinary intaragancy prograna to dalivar 
aarly intarvantion aarvicaa. Thaaa councils nay wall 
bacona nodala for mora far-raaching collaboration* 
Such a modal cculd vary wall pronota mora afficiant 
and affactiva intarfaca batwaan apacial education, 
vocational education and vocational rehabilitation as 
well as other health-care and cosununity-based agenc'ea 
alao serving the handicapped individual* 

I would alao lika to initiate vigorous recruitment 
of qualified persons with disabilities for positions in 
departinanta and agenciea served cr managed by OSERS* 
Spe-^ial attention also naads to be given to persona 
with disabilities who are alto woman and members of 
racial and ethnic inincrity groups. 



Karkin 
Quest ion I 

10. The Heritage Foundation has developed an education blueprint 
for the new Administration. Their proposal includes conibininff 
special education into a block grant with other programs and 
eliminating the obliqaticn of States to provide a free public 
education tc students with disabilities and substituting a 
means test* 

What is your position on these proposals? 



The Administration and the Department share my strong 
ccmmitment to the Education of the Handicapped Act requirem.- nt 
that States provide a free appropriate public education for 
all students with disabilities. I would strongly oppose any 
effort tc include the EHA program in a block grant proposal 
and do net anticipate that such a proposal would be made or 
supported by this Administration. 



Answer t 
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Question: 

11. What general approach and specific steps will you take 
to bring and keep together the disability community? 

Answer: 

one of the highest priorities I have identified for 
nyself as Assistant secretary is to become personally 
familiar with issues and concerns and the broad 
perspectives of the disability community through 
frecjuent communications and contacts with 
representatives and advocates of persons with 
disabilities. I am not unfamiliar with individuals 
and organizations who represent the larger communities 
of citizens with disabilities, one of my personal 
strengths is my ability to communicate my views and' 
policies and negotiate compromise on critical issues. 
I intend to be a very visible Assistant Secretary 
who will seek the odvice, input and opinions of those 
who are themselves disabled or who advocate for them. 
Throughout my professional career I have been very 
effective in working closely with parents and families 
of persons who are disabled. I intend to maintain 
this close liaison. One of the specific strategies 
which I will apply to keep the disability community 
together will be to create an advisory council to the 
Assistant Secretary made up of persons from a cross- 
section of the disability community and their advocates. 
I also intend to travel widely to visit and address 
groups and ortanizations representing citizens with 
disabilities. I am also committed to the employment of 
qualified persons with disabilities in positions under 
my administrative responsibility. 
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Question; 



12. What steps will you take to ensure meaningful input from 
people with disabilities affected by OSERS programs? By 
parents who have children with disabilities? By 
professionals? 



AS I stated in answer to the question above, I intend 
to be a very visible Assistant Secretary and plan to 
travel widely to visit and aduress groups and 
organizations who are involved in special education, 
rehabilitation and other support programs for the 
disabled. I also plan to write for publications and 
journals to report on OSERS programs and progress and to 
share information and views. As a person with a severe 
disability as well as a professional educator of long 
standing, I am comfortable itjteracting with 
professionals, parents and persons with disabilities of 
all ages. I do not anticipate any difficulties in 
establishing rapport and effective communication 
channels with the various constituencies served by 
OSERS. I will also expect that key administrators and 
personnel in OSERS will also make themselves available 
for input and meaningful exchanges with their 
constituents* 



Harkin 
Questions 

13. What is your position on affirmative action for hiring 

people with disabilities in the Department? What steps will 
you take to carry out this position? 



The Office of Special Education and Rehabilitative Services 
historically has placed a high priority on hiring people 
with disabilities. Under my leadership this policy will 
continue to be a high priority in OSERS. After confirmation 
of the Assistant Secretary of OSERS and the Commissioner of 
RSA, three out of the four top leadership positions in OSERS 
will be filled by people with disabilities. 



Answer: 
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Quest loni 

14* Secretary Bennett virtually ignored the special needs o£ 
children and adults with disabilities* His concern with 
school reform, including the Nation At Risk , did not 
provide the necessary focus on the cxuality of education 
provided to handicapped students. What steps will you 
take to ensure that Secretary Cavazos focuses his attention 
on the needs of handicapped students and adults? 



I believe that Secretary Cavazos has begun to focus more 
attention on the needs of students and adults with 
disabilities. He has stated frequently his commitment to 
ensuring that each student, including those with 
disabilities, reaches his or her fullest potential, 
I expect to work closely with the Secretary to develop 
priorities that address the needs of people with 
disabilities. 



Harkin 
Question t 

15. Other programs administered by the Department of Education 
are designed to meet the needs of people with disabilities. 
What steps will you take to work with the other assistant 
secretaries to advocate for the rights of people with 
disabilities to full and equal access to these programs? 



I intend to meet with the other Assistant Secretaries to 
discuss joint efforts that we can undertake to coordinate 
services, I also intend to continue the coordination 
efforts with the Office of Elementary an'' Secondary 
Education that are part of the Regular Education Initiative, 
Improving coordination between the OSERS programs and the 
Office of vocational and Adult Education programs will also 
be an important priority. 



Answers 



Answer: 
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Quest ion I 

16. Currentlyi there exists a zneznorandum of understanding 

between OSERS and OCR for coordinating the implementation of 
94-142 and Section 504* Do you believe that this MOU nesds 
to be reviewed and reworked? 



I will be reviewing the current MOU and assessing how 
effective it has been in coordinating the implementation 
of the Education of the Handicapped Act and section 504. 
If I believe that changes are needed, I will take steps to 
initiate those changes* 



Harkin 



Question; 



17, What is your position on the LRE provision of 
P.L» 94-142? 

Answer: 

The law is quite clear in mandating that to the fullest 
extent possible « children with disabilities should be 
educated with non-disabled peers. I agree with and will 
support this requirement* However i I also believe that 
the law is quite clear in requiring that decisions 
about placement be made at the lEP conference on 
the basis of a child's identified individual needs and 
that parents, or the child's advocate, be involved as 
active participants in the placement decision* 



Answers 
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Question: 

18. As you know, the Conunission on the Education of the Deaf 
submitted a report to Congress. Assistant Secretary Will 
has responded to the report in testimony before the 
Subcoasittee on the Handicapped and in follow-up letters to 
me. Please review her testinony and her responses and let 
me know: 

— whether you agree with her position on each major 
recoBunendation and if not what your position will be; 

— whether you are satisfied with the steps the Department 
is taking to implement the recommendations that Ms. Will 
agreed with and any additional steps you plan on taking. 

I would appreciate it if you would focus particular 
attention on the recommendation in COED concerning P«L. 94- 
142 and the provision of a free appropriate public education 
to deaf children. 



I plan to conduct a thorough review of Mrs. Will's positions 
on the Commission on the Education of the Deaf 
recommendations* I do intend to focus particular attention 
on the recommendation concerning P.L. 94-142 and a free 
appropriate public education to deaf children. I will 
submit my response to this question to the Committee in mid 
August . 



Answer: 
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Questioni 

19* The QAO recently completed a study of the P.L. 89-313 
program* Do you have any reactions to this study? 



The QAO submitted a draft of the study to the Department. I 
understand that the Department concurred with GAO's 
recommendations but raised several concerns. The Department 
was concerned about how children aged birth through two 
years who were included in the P.L* 89-313 program would be 
counted and whether funds should be set aside for services 
only to severely handicapped children in State facilities 
and public school's. In additionr the Department recommended 
that any proposed program must be developed in light of the 
least restrictive environment requirement under the 
Education of the Handicapped Act (EHA) . 

I believe that the concerns raised by the Department need to 
be considered in merging these programs. Furthermorer if 
the recommendation is implemented^ I would want to monitor 
the situation to ensure that children who were receiving 
support under the P.L. 89*313 program continue to be served. 



Answer i 
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Questions 

20. The Departmenn, in recent testimony before the Subcommittee 
on the Handicapped f recccnmended that the Deaf-Blind and 
Severely Handicapped programs be combined* Is that your 
position? 



I have not had au opportunity to study the proposal in 
depth* However« I think there are a number of issues to be 
considered in looking at this matter. A separate 
authorization has been maintained for Deaf-Blind Projects 
since 1968* However, circumstances have changed 
substantially over the years* The program was originally 
intended primarily to provide direct services to children 
who were bom both deaf and blind during the rubella 
epidemic of the early 1960's* At that time, many 
handicapped children were receiving few, if any services* 
Since the passage of the Education for All Handicapped 
Children Act in 1975, the States have gradually assumed a 
greater and greater responsibility for serving handicapped 
children, including thoee who rre deaf and blind* The new 
Preschool Grants program enactc^d in 1966 will further expand 
State responsibilities with regard to children ages 3 
through 5* 

My understanding is that there has been a shift in program 
focus away frccn direct services to children whom the States 
are required to serve and toward technical assistance, 
demonstrations, and services to children States are not 
required to serve. However, we know that the needs of deaf- 
blind children often overlap with those of other severely 
handicapped children. For example, State systems for 
serving severely handicapped children also serve deaf*blind 
children. Deaf-blind children benefit along with other 
severely handicapped children when these State systems are 
improved* Ccxnbining the Deaf -Blind Projects and Severely 
Handicapped Projects activities may very well encourage 
improved services for both deaf -blind and other children 
with severe handicaps* 
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Harkin 
Queetiont 

21. On October 8« 1986 CongreBB paBBed P«L, 99-457, which 

Included a new program £or handicapped infantB and toddlerB, 
We still do not have final regulations implementing this 
program. Many people have said that OSERS* conunitment to 
this program is marginal • In the first two years of the 
program the Department reccmmended zero funding for this 
program. 

This program is one of my top priorities • Is it one of 
yours? What do you plan to do to get the regulations out? 
To take a leadership role on ensuring that states stay in 
the programs? To make sure the Department reccmmends 
adequate funding? 



I am personally committed to the Early Intervention Program* 
I consider this program to be an important part of the 
Administration's commitment to ensuring a better future for 
all children including those with special needs* 

The final regulations for this program have been published 
in the Federal Register . These regulations will provide 
important guidance on the implementation of this program. 

For the past two years, each State has participated in the 
program. During that time OSEP has provided significant 
technical assistance to States to help them develop their 
state-wide programs. I intend to continue to provide 
technical assistance and I believe this effort will 
encourage states to stay in the program. 

I am aware that the previous administration reccmmended no 
funding for the program for fiscal year 1987 and 1988. 
However, for the past two years, the Administration 
recommended increases for the program. I intend to 
reccmroend adequate funding for the program to meet the needs 
of handicapped infants and toddlers. 
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Karkln 
Questions 

22« Last year Congress passed wne Technology-Related Assistance 
for Individuals with Disabilities Act o£ 1966* This 
legislation, which I sponsored, is very important to me. Is 
this legislation a high priority for you? If sOi what are 
your plans for implementing it and advocating for additional 
funding? Will you continue the OSERS Task Force on 
Rehabilitation Technology and if yes, what will be your 
focus and direction of the Task Force? 

Answer I 

I believe that Public Law 100-407 provides an unprecedented 
Opportunity to assist individuals with disabilities to 
improve their lives through the use of appropriate asaistive 
technology* 

As you know, the President's budget requests $10.65 million 
for this program in FY '90, more that double the first 
year's appropriation, which would permit the Department to 
award approximately 9 new grants in FY '90* I support this 
request for additional funding in FY '90 and will support 
any future increases that are needed to carry out the 
objectives of the program. 

I will need to review the purpose of the OSERS Task Force on 
Rehabilitation Technology before I can determine whether the 
Task Force should be continued and what its role, if any, 
should be. The Technology Assistance program provides a 
nuomber of opportunities for constituent input, which I need 
to consider before making a decision about the Task Force* 
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Karkin 
Question ) 

23* We have heard testimony about the severe personnel shortages 
in special education and rehabilitation. Do you have any 
idea on how to address this crisis? 



In special education^ the latest reported data from the 
States identified a need for 27,407 additional teachers to 
serve children and youth with handicaps and 13,720 
additional related services personnel. The Federal 
government can best address the problem of shortages by 
assisting States in building State capacity. This can be 
accomplished both through the formula grant program 
(inservice) and the discretionary grant programs 
(demonstrations, research, and personnel training). 

If the data so indicate, the Federal government could focus 
its resources oni direct support of recruitment and 
retention activities; technical assistance for implementing 
the States' Comprehensive Systems of Personnel Development 
(CSPD) plan, development of new training programs, and the 
improvement of existing programs. Technical assistance that 
addresses the above-mentioned areas is critical. Finally, 
the Department could provide incentives to personnel 
certified in surplus areas to become certified in severe 
shortage areas. 

In rehabilitation, the Department has been very active in 
pursuing remedies to the problem through such activities as 
studies of personnel shortages in 1987 and 1989 to better 
enable the Department to target training grant funds to 
identified areas of personnel shortage, as required by 
statute; and forums in the fall of 1988 to gather input 
regarding rehabilitation training, 

I support continued efforts to publish training prioritiet) 
that focus training grant programs on identified needs and 
to develop new training models through the Experimental and 
Innovation authority. 
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Hark in 
Question I 

24. What atepa would you take to improve opportunities 

for interaction between children with severe multiple 
handicaps and their non-handicapped peers? Would you 
target discretionary BHA funds to accocnplish this 
objective? Would it be one of your top priorities? 



Integrating children with severe handicaps with 
nonhandicapped peers in regular education settings has been 
and will continue to be a top priority of OSERS. I know 
this is a high priority of the new Director of OSEF. We 
will work together to plan discretionary program priorities 
that focus on this objective* 
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Harkin 
Qu«btloni 

25. Hov.' will you enhance and strengthen family support 
opportunities within the programs under your 
adminietration? 

Answers 

Am Assistant Secretary, I intend to encourage the support^ 
empowerment » and self-^determination of families with special 
needs byt 

o Developing a system for coordinating the research* 

training » and service delivery activities within 
between, and among OSERS* components; 

o Providing all members of my staff and people in the 
field with a clear set of family-centered .^rlSf 
objectives, and priorities that will improve the ways 
in which OSERS conducts programs for and disseminates 
information to families with special needs i 

o Focusing OSERS* priorities and activities on the 
strengths of families and eliminating the tendency to 
view families with special needs as "dysfunctional" 
and pathological I 

o Developing a plan to increase and strengthen attempts 
to reach out to include more minority families • 
traditionally underoerved families, and single-parent 
families in OSERS* priority announcements, as members 
of peer review panels, as participants in long-range 
planning meetings, and as participants in regional 
and national conferences; and 

o Basing OSERS' research, training, and service 
delivery programs on the philosophy that strong 
family involvement and support are the main elements 
of successful programs, and most importantly, of 
successful outcomes for children. 
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Kennedy 



Question: 

!• In what ways ehould the 8i>ecial education monitoring process 

be improved? What steps would you take to foster 

improvement? How would you enforce compliance with the 

Education of the Handicapped Act? 



The goal of the special education monitoring process should 
be to ensure that all handicapped children receive the 
special education and related services they are entitled to 
under Fart B of the Education of the Handicapped Act (EHA- 
B) . An effective monitoring system must be credible and 
constructive. It must reliably determine the extent of 
implementation of Federal law and provide States with 
technical assistance to make necessary improvements. In 
order for the special education monitoring system to be 
effective it must be fair, consistent, reliable, accurate, 
timely and constructive. 

I am committed to making whatever changea are needed to 
improve the monitoring system* I will look at a number of 
areas, including the standards used to determine compliance, 
the adequacy and quality of staffing, the preparation and 
review of reports and the timeliness of all monitoring 
activities. It is my view that technical assistance to the 
States is one of the best ways for the Federal Government to 
play a constructive role in ensuring compliance with the 
Education of the Handicapped Act. 
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Quest ioni 

2« What role do you think parents should play in 

rehabilitation (especially parents of young people 
with severe disabilities) » both at the client level 
and at the policy level? 



Vocational rehabilitation programs have historically 
recognized that client outcomes are positively influenced 
by the extent to which family support is available and 
utilized, particularly for younger persons, RSA has, 
through implementing regulations and policy iseaances, 
expanded on the requirements in Section 101 (a) .xS) and 102 
of the Vocational Rehabilitation Act of 197 3 to ensure that 
States seek consultation with and take into account the 
views of parents in matters of general policy developnent 
and that parents are involved, as appropriate, at all key 
points of service delivery. I believe that parents should 
and do have a role in the decisions affecting services to 
be provided young people, the Individualized Written 
Rehabilitation Program, and the rights of individuals with 
handicaps under the Act when these individuals need or wish 
parental involvement « 

RSA strongly supports the involvement of parents at the 
Federal level. All of the advisory task forces established 
by RSA include parent representatives, RSA also, seeks 
out the views and concerns of parents in establishing 
initiatives, priorities, and policies. State agencies 
are also encouraged to include parents « as appropriate, 
on their advisory committees under the three formula grant 
programs . 

The role of parents in rehaOsilitation is seen as one of 
support* advice* and involvement at both the State and 
Federal levels* I intend to promote parent involvement 
at all levels of client and policy activity. 
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Kennedy 
Questions 

3* What roles do you see for parents and adults with disabili- 
tias in the planning procesa and priority aenting of OSERS 
and of. each of the three divieione? 



Parenta and adults with disabilities have an essential role 
in the planning and priority setting of OSEKS. All three 
components in OSERS have involved parents of children and 
adults with disabilities in their activities. I will 
continue these activities and look for ways that this 
involvement can be strengthened or expanded. 



Kennedy 
Quest ion t 

4. How will you go about strengthening the integration 
initiative in special education i In vocational 
rehabilitation? 



I will first look at existing programs and activities in 
OSERS that are targeted on achieving integration in 
education and employment^ such as the regular education 
initiative and supported employment, to see how they should 
be improved or expanded. I expect to continue integration 
activities that are working well and to increase our 
integration activities where needed. X plan to continue 
and« as neededt to increase research and development efforts 
to identify effective strategies to achieve integration and 
to expand the dissemination of information about integration 
practices that succeed in the schools and in the workplace. 
I plan to review our technical assistance efforts to see how 
we can better help states and schools achieve more effective 
integration. Because technology assistance is of major 
importance in helping persons with disabilities become 
integrated into schools and the workplacCt I will support* 
as neededi activities that focus on the provision of 
technology assistancci particularly activities that can 
strengthen integration* 



Answer i 
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Kennedy 
Question! 

5. Describe your cozmnitznent to supported and competitive 
exnpl oyxnent. 



I believe that employment is a right of all Americans. I am 
particularly concerned that Americans with disabilities 
appear to be underrepresented in our workforce. In 19 63^ 
the U.S. Ccoimisiion on Civil Rights reported that between 50 
and 80 percent of individuals who reported a disability on 
census questionnaires were jobless. 

Advancement in technology and the diminishing working age 
population are enabling a greater number of individuals with 
disabilities to enter our Nation's workforce. However » much 
of the employment is in entry level occupations that are 
characterized by low wages and minimal opportunities for 
advancement. I am committed the de**^lopment and 
expansion of programs and services that will enable persons 
with disabilities to realize their full potential for 
employment. As part of this commitment » I will encourage 
State Vocational Rehabilitation agencies to pursue 
competitive employment as their primary placement objective 
and to do everything posoible to integrate supported 
employment into their service delivery systems. I will 
continue to support initiatives that improve services at the 
8<)condary level to ensure that SwUdents receive relevant 
training that would prepar them for eupported or 
competitive employment. 
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Kennedy 
Questions 

7* How would you encourage all the states to participate in 
Part H# the Early Intervention program for infants and 
toddlers? 

Answer I 

I believe that continued efforts by OSERS and other Federal 
agencies to provide leadership and support will help to 
ensure that states continue to participate in uhe Early 
Intervention program. I pltn to encourage states to 
continue participating through several activities. These 
include: the provision of technical assistance to the 
'•tates to help them overcome barriers to establishing state- 
\ride systems of services; the development of training 
r.tdterials and the training of personnel to provide services 
to infants and toddlers with disabilities and their 
families; the development and dissemination of niodel 
programs for serving children and families; and research and 
development activities to produce new knowledge and new 
products for States to use in establishing systems of 
services* Finally, I plan to provide whatever additional 
guidance may be necessary to help States in the 
implementation o£ the program* 



82 



Kennedy 
Quest ion I 

8« How could the Regional Offices of the Department of 

Education be used better, for instance, to help bridge the 
gaps among special education* rehabilitation, and the Office 
of Civil Rights? 



If confirmed, I intend to carefully review the role of the 
Regional offices* At that time I will explore ways that 
these offices could help bridge the gaps among special 
education, rehabilitation and the Office for Civil Rights* 



Kennedy 



Question : 

9. What steps would you take to meet the special education 
needs of traditionally underserved groups of children and 
their families? (By "underserved" we mean racial and ethnic 
minorities, non-English speaking people, parents with low 
reading levels, military families, families living in 
poverty, and those living in inner cit as and in remote 
rural areas*) 



I believe that we can take a number of steps to meet the 
special education needs of children and families who have 
been traditionally underserved* I plan to loo^ : the ways 
that discretionary funds are now being used to *aeet these 
needs, to identify needs that are not now being met, and to 
develop specific priorities targeted towards meeting those 
needs» In particular, I plan to look at how effectively the 
parent training program reaches out to meet the needs of 
parents from traditionally underserved group =5 and how we can 
expand the involvement of parents from these groups. I will 
also look at how our personnel training activities can be 
used to help meet the needs of children from these groups. 
In summary, I plan to re/iew all our programs to ensure that 
the activities we support include activities directed 
towards meeting the needs of children and their families 
from traditionally underserved groups, both through funding 
for projects specifically focused on these groups and 
through inclusion of issues related uo these groups in 
projects that are broadly focused* 
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Durenberger 
Questions 

1. The State of Minnesota has made a strong commitment to their 
supportive employment program to help individuals with 
severe disabilities in getting and maintaining a job* In 
doing so, the State at the expense of the State has loosely 
interpreted the word "severe" to allow individuals with 
lesser disabilities in need of support services to be 
eligible for services* 

Do you support the supportive employment program* and if 
so I would you support efforts to broaden this program's 
authority to include persons with disabilities not 
classified as "severe" to participate in the program? 

Answer! 

Supported employment as a vocational rehabilitation option 
has demonstrated success in assisting individuals with 
severe handicaps achieve mainstream employment. The use of 
Federal funds under the Rehabilitation Act for supported 
employment as a vocational outcome is statutorily "limited 
to individuals with severe handicaps for whom competitive 
employment has not traditionally occurred, or individuals 
for whom competitive employment has been interrupted or 
intermittent as the result of a severe disability*" Since 
the supported employment program was specifically created to 
serve individuals with severe handicaps who had been 
unsuccessfully served or underser^/ed through the State 
vocational rehabilitation system, broadening this 
definition, given limited resources, may weaken state 
efforts to serve individuals with tie most severe 
disabilities. 
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Durenberger 



Question} 

2. The current Vocational Rehabilitation program has focused 
primarily on individuals with physical disabilities. 
Individuals with cognitive delays have been limited in their 
access to these services. How best do we reach the needs of 
this population and what is your commitment to expanding 
these opportunities to individuals with cognitive delay? 

Answer t 

While the Vocational Rehabilitation (VR) program was 
Sf^^w??}^^ ^° individuals with physical 

disabilities, in recent years program services have expanded 
to develop opportunities for those individuals with cognitive 
disabilities. Within the VR program, individuals with 
cognitive disabilities include individuals whose primarily 
disabling condition results from mental retardation, mental 
illness, specific learning disabilities, or traumatic brain 
injury. Since 1980, these disability groups have made up 
approximately 30-35% of the persons rehabilitated by va 
progreuns. 

The most notable commitment to expanding opportunities for 
individuals with cognitive disabilities is the implementation 
of supported employment, first as a discretion ary grant 
program in fiscal year 1985 and then as a formula grant 
program fiscal year 1987. Initial data indicate that 
apprnxi^-nately three-fourths of the individuals participating 
in supported employment are persons whose primary disability 
is mental retardation. Supported employment has enabled these 
individuals to be placed in competitive work although 
previously considered unable to work or ineligible for VR 
services. Continued development of supported employment is 
expected to improve the rehabilitation rate for those with 
cognitive disabilities. 

Other examples of commitment to f^ose with cognitive 
disabilities include evaluation stucf on VR services to 
individuals with rr-ntal illness and learning disabilities, 
collaborative work with the National Head Injuiy Foundation, 
and the RSA Task Force on Long Term Mental Illness, as well 
as funding a substantial number of service and training 
grants directed toward expanding and improving services for 
individuals with mental retardation, mental illness, 
learning disabilities, and traumatic brain injury. I will 
maintain this conunitment. 
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Durenberger 
Question t 

3. Continued controversy remains about the implementation of 
P*L. 94^142 as it pertains to mainstreazning students. What 
efforts would you take as the Assistant Secretary to see 
that P.L, 94'*142 is carried out and that children are served 
in the Icsast restrictive environment? How do you see this 
in relation to the efforts by the deaf ccnununity for 
continued choice in having center-based schools? 

Answers 

The issue of integration is addressed in the Education of 
the Handicapped Act (EHA-B) and imrler-inting regulations. 
These regulations describe the requirements for placement of 
children who are handicapped. Under HHA-B* each child found 
to be handicapped and in need of special education must be 
provided a free appropriate public education (FAPE) and must 
be placed in the least restrictive environment (LRE) in 
which an ap;.ropriate eduration can be provided. 

It is important to bea^ in mind that placement decisions 
must 

be based on the educational and related services that are 
deemed to be necessary in each child's individualized 
education program (lEP) The regulations require that the 
child's placement be ao close to home as possible. This 
factor must be taken into account in determining where a 
child's lEP can be implemented (when considering compliance 
with LRE) . ThUB» no placement should be made that cannot 
provide the services that will vary fron child to child, 
even within a particular category of handicapping condition. 
For some children, special schools will provide placements 
in the least restrictive envirczjinent in which the child's 
individualized education can be fulfilled. 

In reference to tha question of the continuing need for 
center-based schoo:)3, it is not nnw, nor has it been in the 
past, the policy of OSERS that alj. special education 
servicetf must be provided in the regular classroom 
environment. Seme children who are handicapped cannot be 
educated appropriately in the regular classroom. Thus, a 
continuum of placements, including separate puialic and 
private facilities, must be available as required by the 
program regulations. The regulatiort** clearly state that 
this contixmum i& to include special hools, where such 
placements aro necessary co meet the needs of children with 
handicaps for special education and related services* 
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Duronberger 
Question; 

4* Ab efforts coi.niuue to increase the number of persons with 
disabilities in the workforcei what changes do you see in the 
areas of education and training to meet this changing demand? 



David T. KeamSi Chairman and Chxef Executive of the Xerox 
Corporation* has said* "America's school system is in deepi 
deep trouble. If we do not restructure our school St this 
nation will be out of business by the year 2000," The 
restructuring movement has established an environment for 
change throughout education. Part of this effort includes 
continued and expanded implementation of transition programs 
for older students with disabilities including supported work* 
systematic transition planning in the high school y and 
transition partnerships between special education, vocational 
rehabilitation and developmental disabilities agencies^ and 
pilot efforts with ccmviinity colleges and other postsecondary 
programs* 

We need to develop and improve services for secondary school- 
aged youth with handicaps, primarily recent high-school 
graduates or drop outs, to enable them to make a successful 
transition to adult and working lives. Fast efforts and 
activities under these programs were aimed at strengthening 
and coordinating education* training, and related services 
that assist youth with handicaps in the transition to 
competitive or supported employment, postsecondary education, 
vocational training, continuing education or adult services* 
Efforts continue to focus on improving services, and, in 
addition, attempt to stimulate the development of programs to 
provide job-related training for mainstreamed youth with 
learning disabilities and other mildly handicapping 
conditions* In fiscal year 1988, for example, two priorities 
included; preparing and placing youth with severe handicaps 
in supported work prior to their leaving school and enhancing 
existing procedures for a follow-up/follow along system for 
axl graduates and dropouts* 
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Question: 

1. Mr. Davila, can you outline any demonstrated experience 
you have had in dealing with the issue of integrating 
handicapped youth into a non-disabled educational 
setting? 



Although I have been a teacher and an administrator in 
center schools for the hearing impaired, I have been 
active in promoting and developing program options and 
extra-curricular activities designed to create 
interactive experiences for both disabled and non- 
disabled peers. At the Kendall Demonstration 
Elementary School and the Model Secondary School for 
the Deaf we have developed agreements with local schools 
to permit enrollment of hearing impaired students in 
classes with the non-disabled and have established a 
number of extra-curricular activities to promote 
interaction between hearing impaired and non-disabled 
students. These experiences have been beneficial to 
both groups of students* For example, interest in 
learning sign language as well as volunteerism among the 
young non-disabled people has increased and has resulted 
in healthy positive attitudes among all involved. These 
models for integration within center programs have been 
adopted in a number of other center programs throughout 
the country. At the Kendall School, whicn is a day 
school, a community-based after school program brings 
hearing impaired and non-disabled children together for 
structured and unstructured recreational and social 
activities, Vears before P,L* 94-142 when I was an 
administrator in a center school for the deaf in New 
York, I developed and implemented similar interactive 
experiences* 
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Question: 

2. What priorities or goals do you have as you anticipate 
your role as Assistant Secretary? 

Answer: 

It is quite clrar to me that there will be a multitude 
of priority needs right from the first day in office. 
Over the last few months I have had frequent 
opportunities to meet with representatives from the 
Various communities for the disabled to exchange 
information and views and receive input. Among the 
key priorities that I sae for the immediate and near 
future are: 

1. Identify and communicate an agenda for OSERS that 
will reflect a clear statement of goals and funding 
priorities. Although I will require more 
information and input before finalizing a priority 
goal listi X can predict that the higher priority 
goals will relate to: 

early intervention 

preschool progrananin: 

independent living 

transitioning to post-secondary and 
employment placements 

supported employment 

recruitment and retention of special 
education personnel 

-f research and demonstration 

2« Implement a management structure within the 
department that will ensure efficient and 
effective use of personnel and resources. 

3, Review and strengthen systems for monitoring 
compliance with Federal regulations in both 
special education and rehabilitative services. 

4. Foster greater unity and collaboration among the 
various communities and groups of the disabled. 
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Jeffords - 2 (continued) 



5* Initiate a program of increased collaboration 
among all agencies and programs providing 
services to persons with disabilities. 

6* Promote and support the regular education 
initiative with appropriate safeguards to 
ensure that special education services are 
are provided. 
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Simon 



Question: 

1. Dr. DavilAi I share the concern of my colleacfues who 
have been briefed by GAO and have heard numerous and 
repeated complaints over the past several years of the 
severe management related problems at OSERS. Because 
these issues so directly affect the quality of services 
available to adults and children with disabilities, they 
are fundamental in the consideration of your nomination 
as Assistant secretary. What is your general response 
to these concerns and viiat will be your first actions as 
Assistant Secretary to remedy then? 

Answer: 

I am familiar generally with the management problems 
identified by Gi^O* My management philosophy has always 
been to give senior managers the responsibility and 
authority to do their jobs and hold them accountable 
for the results. I believe this approach will make a 
significant contribution in correcting one of the major 
problems identified by GAO; specifically, the micro- 
management of OSERS and centralization of authority 
in the Assistant secretary's office* I assure you that 
resolving the management problems in OSERS « whatever 
their nature or cause, will be one of my highest 
priorities. We have taken an important first 
step by bringing into key senior positions individuals 
with strong management backgrounds. They will bring 
effective management and skillful leadership to meet the 
needs of all individuals with disabilities. 
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Simon 



Question: 

2* A large number of complaints appear to be related to a 
centralization of management reeponeibilitieo in the 
Aeeietant Secretary *■ office. In general terms, what 
will be your working relationship with the heads of 
OSEP, R8A, and NIDRR? Particularly in regard to the 
other two Presidential appointees , at R8A and NIDRR, 
how will you assure that centralized decision-making 
in your own office will not interfere with the smooth 
functioning of those offices? 



I will bring to my new responsibilities nearly twenty 
years of successful management experience. In my 
present position at Gallaudet university i am 
responsible for a workforce that is approximately the 
same size as the one in OSERS. I employ a team approach 
to planning, priority-setting, problem-solving and 
efficient and effective uanagement. It is not my style 
to do other administrators* work for them. I will 
consult with key personnel on basic strategies to 
achi')ve unit and department goals and offer assistance 
as needed and requested, but I will give them wide 
latitude to manage their own units. I believe that if 
senior managers are to be held accountable, they must be 
given freedom to exercise their authority. 
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Simon 



Question: 

3* As an example of your policies toward appropriate 

authority and efficient management in your office, what 
will be your policy in regard to the approval of travel 
requests of the RSA regional offices? Should the 
Commissioner of RSA have authority to determine 
legitimate expenditures in this and similar matters 
in those offices? 

Answer : 

I do not see myself becoming involved in individual 
decisions related to approval of travel within the 
regional offices of RSA. That authority rests 
appropriately with the Commissioner of RSA. 



Simon 
Question! 

4. In your opinion, should the Assistant Secretary exercise 
authority to reverse decisions made in NIDRRi OSEP, or RSA 
in regard co grants approved through the peer review 
process? If bo« under what specific circumstances? 

Answer: 

I believe that the Assistant Secretary must be afforded the 
opportunity to exercise discretion in selecting a final 
slate of grants for recommendation to the Department for 
funding. However, this discretion would be limited in 
accordance with the Education Department General 
Administration Regulations (EDGAR) governing the selection 
of applications for new grants. 

The discretionary grant review process uses peer reviewers 
to evaluate grant applications according to approved 
selection criteria. The end result of their review is a 
rank ordering of applicants based on their scores. These 
rankings are typically accepted by component leadership and 
the Assistant Secreuary, if all selection procedures were 
correctly followed. The administrative regulations state 
that the final rank ordering of applicants may be determined 
by factors other than peer review evaluations, including the 
applicability of funding priorities, other program selection 
requirements (such as geographical distribution of projects 
and past grantee performances)! and the applicant's 
appropriate use of funds under previous grants. 
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Simon 



Question: 

5. It has been asserted that delays in appointment of 
qualified personnel would have been significantly 
reduced if the office of Assistant Secretary had 
permitted the heads of HIDHRi OSEP or KSA to make 
final decisions on hiring for their own offices. What 
will be your policy in regard to decisions made on 
personnel within NIDRR, OSEP, and KSA? 



As T have stated » a senior administrator can be held 
accountable only if given freedom to exercise authority. 
I expect senior administrators to have the primary 
responsibility for making their own personnel decisions. 
However, 1 will want to have the opportunity to review 
major or significant personnel actions and personnel 
policies. I believe that on many of the major personnel 
decisions, I will provide important information and 
input that will be helpful. I do not intend for the 
Assistant Secretary *s office to become a ^'bottleneck" or 
source of delay in making personnel decisions:. 



Simon 
Question X 

6« Conceme have been raised about the current use of 
administratively determined positions (ADPs) and that it 
unfairly avoids competition for certain positions. What 
positions in OSERS are currently in that status? What is your 
intention in regard to the use of this authority? 



There are currently 14 positions in the Office of Special 
Education Programs that have been filled through the excepted 
appointing authority and 2 positiox^s in the National Institute 
on Disatbility and Rehabilitation Research* 

It is my intention to administer the excepted appointing 
authority in a fair and equitable manner within the guidelines 
established by the Congress, under the Education of th^- 
Handicapped Act and '.he Rehabilitation Act. I do not intend 
to use this authority to avoid competition for positions that 
should be billed under civil service. 



Answer: 
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Simon 
Quest ion I 

7. What is the role of OSERS in providing technical 

asBietance ^o service providers? Should technical 
aaaiatance exforts be increased? Changed? In what 
ways? 

iUiswert 

I think technical assistance plays a critical role 
in disseniinating the results of research and 
demonstration activities as well as in ensuring that 
providers have che capacity to carry out their 
responsibilities to handicapped persons. Technical 
assistance is also one constructive way of helping 
to ensure that States are complying with all the 
requirements of Federal law. I know that OSERS is 
actively engaged in this type of activity, but without 
further review, do not know whether these activities 
should be expanded or modified. However. I do think 
that technical arsistance to service providers should 
be a component in the implementation of any new 
initiative OSERS might undertake. 



SiCtOn 
Questioni 



The shortage of trained personnel in both special education 
and rehabilitation is a constant cry from individuals in my 
state and I expect others. What can you as Assistant 
Secretary, do to help alleviate these problems? 

Answers 

RSA has been very active in pursuing remedies to the 
problem. Some activities includes studies of personnel 
shortages in 1967 and J.9B9i forums in the fall of 1988 to 
gather input regarding rehabilitation trainingi active 
participation with CSAVR's Personnel Preparation Committee i 
and hosting a National Rehabilitation Educators Conference 
in 19 89. Activities of thie nature and purpose will 
continue. 

Future plans Tor meeting rehabilitation personnel needs 
includes publ. '^!^tion of proposed training priorities for 
1990 that focus : i.^ining grant programs on identified needi 
development of new training models through the Experimental 
and Innovatior tUorltyr and close monitoring of and 
collaboration w. .h out Continuing Education cooperative 
agreements. 
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Simon 
Question I 

9. The various professional fields of rehabilitation have been 
developed over the yearp in response to the needs of the 
rehabilitation service delivery system. There was grave 
concern that resulted from an OSERS statement to Congress a 
couple of years ago that OSERS funding priorities would be 
based not on determined shortages in specific fields but on 
0S2RS assessment of how such personnel fit into an OSERS 
views of the goals and objectives of the state/federal 
rehabilitation program. In your view, should OSERS be 
determining training priorities on any basis other than 
detenmination of needs as expressed by shortages in the 
field? 

What will you do to assist the Commissioner of RSA in 
complying with the requirements of section 304(c) of the 
Rehabilitation Act? Particularly, what efforts will you 
undertake to ensure compliance vith the last sentence of 
that section, in regard to allocations being justified by 
findings of shortages? 



There may have been some confusion and misunderstanding 
regsrding rtatements that may have been made several years 
ago. It has always been OSERS* intent to base funding 
priorities for rehabilitation training grants on identified 
personnel shortages in the field. 

My office will work closely with the RSA Ccaimissioner to 
ensure that training allocations are based on data 
pertainiug to personnel shortages in the field* As 
necessary, RSA will conduct periodic surveys and studies to 
update information about personnel shortages in 
rehabilitation. 
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Question: 

10. The D^artxcient of Education has recently reversed its former 
position in regard to the use of tape recorders at lEP 
mi^etings. In the past^ the use of recorders was permitted 
at the request of either the school or the parent. The new 
position states that both parties must agree for the use to 
be permitted* This change in position has created some 
difficulties in Illinois. Although the vast majority of 
school systems never raise bbjection to the use of tape 
recorders by parents* in a few cases parents have been 
refused that right. Will you ensure that this changed 
policy is reviewed and that during that review the rights of 
parents under section 615(d) of the Education of the 
Handicapped Act to have meaningful participation through the 
use of the expert of their choice, taking into account the 
learning disability or other needs of that expert t are also 
considered? 



My understanding of the law is that EHA-B neither prohibits 
nor requires the use of tape recorders at XEP meetings i 
However, the fact that tape recording an lEP meeting is 
permissible does not confer a right on either party to do 
so. Because Federal law does not specifically prohibit or 
authorize the tape recording of lEP meetings j policies 
regarding their use are the responsibility of individual 
school districts or State educational agencies. As 
requested, X will ask the Director of the Of rice of Special 
Education Programs to review this issue as well as the iscue 
you raise concerning the use of an expert of the parents* 
choice. 
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QueBtion: 

11. We have been encouraged by the President's willingness 
to increase the budget for the Department of Education, 
although we would like him to be even more generous. In 
light of the prospect of some continuing increase:;, what 
is your "wish list" for programs within OSERS* 
jurisdiction? What do you see as the areas of greatest 
need? 

Answer : 

I would like to see emphasis in areas such as: 

•I- recruitment and training of rehabilitation and 
special education personnel (with special emphasis 
on recruitment of minority persons]^ 

-«> early childhood and family education progranoning 

+ transition to post secondary programs 

+ independent living 

+ supported and competitive employment 

+ utilization and dissemination of research results 

technical assistance to parents and family 
education 

+ training and orientation activities for 
regular education personnel 
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Question: 

12, Given the integration movement in the united States in 
nearly all walks of life and certainly existing in the 
disability community, what is your position on enhancing 
this movement as well as the policy by which P.L. 94-142 
and ite Least Restrictive Environment (LRE) component 
can be met per th^ letter and intent of the law 
(response should include those with mental retardation)? 
What will yuu do to supply greater integrated 
educational opportunities for persons with mental 
retardation I many of whom have not been provided the 
full range of choices guaranteed by F.L. 94-142? 



I support the progress that has been made in providing 
students with mental retardation with programs that are 
located in regular classrooms and regular schools. These 
programs ha/e a very important role in preparing 
studente with mental retardation for life in a community 
setting after they leave school. They also play an 
important role in educating their non-disabled peers. 
Support for increased involvement of students with 
mental retardation in integrated settingrn win be 
enhanced through increased public information efforts « 
increased advocacy support for parents, expanded 
training and orientation for regular education 
personnel, including non-disabled stude>itS| and closer 
monitoring of LEA/SEA plans and progt. . for compliance 
with P,L. 94-142. Additionally, more efficient and 
effective diffusion of research findings to impact on 
practices and processes at the program level will be 
emphasized. 
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Questions 

13. As education has improved for persons with disabilities in 
the last 15 years and with the reaching of adulthood of the 
first set of children who received early iitervention 
services per se« what is your position on the continuing of 
education for adults as well as community/competitive 
employment for adolescents and adults with disabilities 
(including those with mental retardation) addressing but not 
limiting the response to the transition process from school 
to work and the enhancement of Supported Bnployment as well 
as the process :^y which this will be accomplished? 



Despite the provision of early intervention and appropriate 
education throughout the child's tenure in school* many 
youth who leave special education programs do not have the 
skills necessary for competitive or supported employment. 
Many youth with mild handicaps have been supported in 
"academically oriented" secondary programs and did not have 
to the opportunity to develop the specific job skills needed 
for entry level employment. These youth should be 
encouraged to enter regular or adapted postsecondary 
programs slong with their age peers so that they may acquire 
or upgrade the skills they need for entry level, competitive 
employment. 

Although youth with severe handicaps have made extensive 
gains during their schooling in terms of independert 
functioning, the majority of then will require some degree 
of on-going support to live and work in the community* 
Exiting data collected under Pari* B of the Education of All 
Handicapped Children Act indicate that the needs of youth 
with severe disabilities for continued support services far 
exceed the capacity of adult service agencies to provide 
theso needed services. Through various initiatives ot the 
Secondary Education and Transitional Services program tne 
Department has supported numeroue efforts to develop and 
maintain cooperative agreements ^tween the school ard adult 
services agencies to improve the opportunities for youth 
with severe disabilities to maximize their potential through 
employment and independent living. 

I will continue to support efforts that identify emerging 
issues related to the transition of all youth with 
disabilities as well as develop practices which facilitate 
their transition to the community, including Qmployti;ent. 
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Question: 

14, Our nation is turning to the family structure in 

more and more ways in order to strengthen the country as 
a whole. Ko are seeing this in the disability community 
also and wish that concept addressed as to how the 
ongoing building of family process will be strengthened 
via identification, special education, rehabilitation, 
transition, related services, SKA/LEA interactions and 
process/priority establishment with NIJRR/OSEP/RSA? 
(Response should address those with mental retardation 
as part of the constituency affected.) 

Answer: 

There is no question in my mind that the family is key 
to the development end successful integration into the 
community of a person with a disability. Parenting a 
child with a disability is not learned instinctively. 
Parents and siblings need to be helped to develop the 
skills and knowledge required to effectively contribute 
to the cognitive, psychomotor and affective development 
of the family member who is disabled. But a family 
cannot assume the entire burden alone and the experience 
must be a positive one for it to be a successful one. 
For this reason, it is essential that the family be an 
integral contributor and team member, along with 
1 rofeasionals and other service providers, throughout 
all of the stages of the disabled member's development, 
ranging from the educational experience and continuing 
through transition to employment and community life. I 
am committed to the practice of involving disabled 
persons and their families in planning, setting 
priorities and evaluating OSERS program activities. 
This commitment cuts across all areas of disability and 
will be especially sensitive to those with the greatest 
needs. 
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Questions 

15. Early intervention has been a positive and motivating 

factor in the lives of many people touched by disability 
in our society since its inception. That novpment has 
b^en growing stronger with P*L. 99-457 and the 
anticipation of furthe legislation with reauthorization 
in 1991. Please proviue the position and process by 
which you view the enhanceuient of early intervention (to 
include children with nental retardation) » 



Please refer to the previous answer for a statement of 
principle and commitment relative to family Involvement 
in all aspects of t.he leaiming and development 
experience of persons with disabilities. I agree that 
early intervention has been a motivating factor in the 
lives of many people with disabilities and has helped to 
strengthen and support the family structure during the 
critical formative years. Research data indicates that 
early intervention has been especially effective with 
children who are disabled. In a sense, it has "made a 
difference." I will promote expanded technical 
assistance to parents so that they will be better 
informed of services and programs and be fully 
acquainted with their childrefn's rights and their own 
rsBponsibilities in the education and rehabilitation 
processes. Additionally « I will seek to strengthen 
monitoring processes to ensure appropriate compliance 
with the provisions of the early intervention 
regulations. Again, these decisions and the views 
expressed he^-e, cut acrosn all areas of disability. 
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Question: 



16» Pl«as« provide th% process you will Mploy for 
monitoring thm Stateft relative to p.L. 94-142 
and all of its anandm^nts. 



Answer: 



in order to ensure compliance in the States with the 
requirements of P.L. 94-142, the monitoring process must 
be fair, consistent, reliable, accurate, timely and 
constructive. Fairness is enhanced when parents, 
advocates, special educators and local and State 
administrators understand the standards that will be 
used to determine compliance. Additionally, there must 
be general agreement that those standards are valid* It 
will be critically important that OSEP build a 
consensus of understanding among all concerned* Zn 
order for the process to be accurate it must undergo 
rigorous in-house review and must be sufficiently 
staffed. Proper staffing in terms of numbers and 
specialized expertise and training is critically 
important in order to ensure the reliability of the 
findings, staff assigned to the monitoring process 
should under? continuing staff development training and 
new staff should also undergo a training regimen. The 
Officii of the General Counsel has played an active and 
critical role in reviewing the legal sufficiency of the 
monitoring reports and Z would like to have this on- 
going review continued* Computer and other technic j.! 
support should be provided to the monitoring staff to 
improve the quality and consistency of their work. 
Timeliness is an absolute recjuirement in order that the 
conditions impacting on those who are adversely affected 
by non-compliance can be ameliorated. Ko more than 
sixty days should elapse after completion of the on-site 
monitoring visit before a draft report is available. 
Likewise a similnr timeline is needed to ensure the 
timeliness of the states* corrective actions. 

Technical assistance provided to the States will 
ultimately determine whether the Federal monitoring 
system will play a constructive role in implementation 
of EHA. Monitoring should be a springboard to a set of 
technical assistance activities provided to the States 
through the various discretionary programs authorised 
by SHA and administered by OSSP. This technical 
assistance capability should be improved by the staffing 
ol highly qualif isd individuals and providing them with 
the support and adequate resources needed to dispense 
timely and expert advico to the states regarding 
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Slnon *-16 (continued] 



necastary iaprovraonts. Placing technical assistance as 
the csnterplece of compliance nonltorlng will Improve 
special education and related services and will 
strengthen the Federal/State partnership. 
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Owens 
Question : 

!• In your opinion, what are the top three xnanagexnent 

issues facing OSERS today? How do you plan to address 
these issues? 



The three top xnanagexnent issues, as I perceive thexn 
without benefit of specific reports or data, are; 

excessive centralization of authority in the 
Assistant secretary's office 

lack of coordination and teaxning axnong the 
various xnanagers and subunits 

+ excessive number of vacancies in critical 
positions 

I have stated that resolution of the xnanagexnent problexns 
at OSERS will be one of xny highest priorities. I axn 
pleased that a group of senior xnanagers with years of 
successful xnanagexnent experience will be joining me 
when I come on board. I have a strong personal 
commitment to a participatory managexnent approach to 
planning, priority-setting and problexn-solving in 
support of efficient and effective administration. I do 
not intend to do other xnanagers* work for thexn so I have 
little concern regarding problexns of excessive authority 
in the Assistant Secretary's office* 

I axn aware that OSEP, RSA and NIDHR were brought 
together in OSERS to provide for better coordination of 
policy developxnent and prograxn ixnplexnentation. I 
consider coordination and cooperation axnong these three 
agencies to be essential to the provision of efficient 
and effective cervices to the disabled. Therefore, I 
will place high priority on ways to ixnprove coordination 
and cooperation. For example, I intend to exaxnlne how 
ref«earch and dexnonstraMon funds adxninisterecl by OSEP 
and RSA can be used to proxnote the objectives of the new 
Technology Assistance program administered by NIDRR. 

Furthermore, recruitxnent of highly qualified personnel 
for the vacancies that exist will be an immediate 
priority for the senior managers in the three agencies 
in OSERS. I will be delegating to senior managers and 
administrators the authority to make appropriate program 
and personnel decisions, and will hold them accountable 
for the results. 
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Owens 
Queetlonf 

2« Please list the authorized personnel ceiling (FT£ level) for 
the following t 

Answers 

Personnel ceilings are established by office. The Assistant 
Secretary has the discretion to allocate positions among the 
components of the office. In the case of OSERS» the ceiling 
is 425, The current allocation is as follows: 



Owens 
Questions 

3. Please list the number of permanent full-*time individuals 
currently employed in the following: 



Central OSERS 

RSA 

OSEP 

NIDRR 



43 

213 
136 
33 



TOTAL 



425 



Answer t 



Central OSERS 

RSA 

OSEP 

NIDRR 



33 
197 
121 

32 



TOTAL 



383 
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Question: 

4. There hae been e coneietent pattern of large nuTnbera 
of vacanciee in OSERS and its eubunite going back 
several yeare. What do you plan to do differently to 
more effectively fill those vacancies with qualified 
personnel? 



Please refer to my previous answer for my perception of 
this concern. I will work with senior managers to see 
that the best qualified individuals are recruited and 
hired for vacancies that exist. I will expect them to 
actively recruit qualified persons with disabilities^ 
women and members of racial and ethnic minorities. 



Owens 



Question: 

5. OSERS* highly centralized management has stifled mid* 
level managers and component heads, what plans do ycu 
have to involve OSERS' managers more in the decieion- 
making process? 



As I have stated, my managerent approach is to provide 
leadership and guidance to my colleagues^ team with them 
in the important functions of planning, priority-setting 
and problem-solving, and demonstrate confidence and 
trust in them by delegating authority to exercise 
discretion in carrying out their responsibilities. 
I will not centralize inappropriate or excessive 
authority in my office. 



Answer: 
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Qusstlont 

(, Monitoring SHA formula grants has baan a problan area 
for OSERS' Offica of Spacial Education Programa for 
■avaral yaara* What ara your plana for improving the 
monitoring activitiaa of tha Offica of Spacial Education 
Prograaa? 



I hava raapondad to thia concarn in anavar to a pravious 
quaationi but would lika to raitarata that monitoring 
for com^lianca with tha proviaiona of EHA will ba a high 
priority for my administration of OSERS* in ordar for 
tha monitoring procaaa to ba affactiva and be viawad as 
a procass of positiva aupport, it must ba fair, 
oonaistart, raliabla^ accurata* timaly and constructiva* 
I intand to provida whatavar support and rasourcas ara 
naadad to ansura that the procass raflacta thasa 
qualitiaa* I will raviaw tha laval of ataffing and tha 
particular axpartiaa and staff davalopmant support 
raquirad to austain raliabla and accurate monitoring 
procaduras and standards and provida additional support 
as nay ba required* I will also amphasiza and upgrade 
the extent and quality of technical support provided to 
the States in order to ensure effective monitoring 
through improv% I communication and collaboration « Dr« 
Judith Schrag, .he new director of OSEP, has also 
identified a mov5 efficient and effective monitoring 
process as a high priority for her unit* I vill proviie 
whatever support and assistance may be requiz*ed to 
achieve thia improvement* 
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Questions: 

1. in recent years, OSERS has had difficulty in working 
cooperatively with key state officials such as stat^ 
directors of vocational rehabilitation and special 
education* What would you do to improve relations with 
those groups? 



The senior administrators whom I will be joining, 
and who are also new to OSERS, bring distinguished 
records of long association and collaboration with state 
officials, leaders in the various communities for the 
disabled, executives and directors of professional 
orga«iizations, and leaders of parent and advocate 
organizations* I have had long associv^tion with similar 
groups as well hs numerous contacts in the last x^ew 
months* I expect that these associations and contacts 
will be useful in forgin* new ones with a wider range of 
state officials* This hxstory of mutual respect and 
support will enhance our ability to strengthen the 
partnerships we will depend upon for effective 
collaboration* I will encourage OSERS personnel to 
place strong emphasis on maintaining frequent contacts 
with state officials and to be receptive to input from 
them* A willingness to meet with state officials to 
share informationi exchange views « discuss problems and 
issues, and receive sue estions on a variety of program 
topics will strengthen the Federal/State partnerships. 
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Question: 

8, The General Accounting Ofi' has recently completed 
Its study of OSERS xnanagexnei. issues and brlcifed 
Department officials on the ri> ''.ts. What specific 
management practices do you plan * institute! -co 
resolve the management deficiencies ited by OSERS 
managers and senior staff In the GAO ^' ndy? 

Answer t 

As I have stated In an earlier answer, I am la*..! liar 
generally with the management problems Identified by 
GAO, My management philosophy has always been to c,We 
senior managers the responsibility and authority to do 
their jobs and hold them accountable for the results, 
I believe this approach will make a significant contri- 
bution In correcting one of the major problems 
Identified by GAO; specifically, the micro-management 
of OSERS and centralization of authority in the 
Assistant Secretary's office. I assure you that 
resolving the management problems in OSERS, whatever 
their nature or cause » will be one of. my highest 
priorities. We have taken an Important first step 
by bringing into key senior positions individuals with 
strong management backgrounds. They will bring 
effective management and skillful leadership meet 
the needs jpf all individuals with disabilities • 



Owens 
Question: 

9» All three units under OSERS conduct research activities, often 
with similar objectives. How would you handle any duplication 
of research efforts among these three agencies? 

Answer i 

I believe that more effective communication among OSERS* 
coit^onents could do much to Improve the focus and quality of 
all activities, including research, and help to eliminate any 
duplication of effort among the three agencies. I plan to 
strengthen and improve upon existing coordination efforts to 
ensure that the activities of the three agencies are 
complementary and not duplicative. 
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Chairman Owens. Included are questions that I had asked you 
also, most of which will not be repeated here. I think perhaps I 
wovud like to begin my questions by clearing up the problem of 
methodology, 

In what ways do you have a problem with the methodology used 
in the GAO study? ' 

Dr. Davila, I am sorry; I missed your question. 

Chairman Owens. You indicated that there was a problem with 
the methodology used by the GAO. What is the problem in your 
opmion? 

Dr. Davila. Yes, sir. Most of the data was derived from a survey 
questionnaire that was sent out to OSERS staff and to others who 
interrelate with OSERS externally, the directors, for example. 

The questions were general in nature, they did not deed with spe- 
cifics, as I see it, dealt with general problem areas and personal 
opinions. As far as I understand, there was no validation of the in- 
strument, no pre-testing, which is generally done for a survey of 
that size. 

I also note— I'm experienced in this kind of study— that, invari- 
ably, employees who do not respond generally have positive views, 
but their opinions probably are not included. We do not know their 
positions. 

Generally, when people have a negative view, they will express 
it. When they have a positive view, they generally will not take the 
option to do so. 

In a situation uke this, when management is unpopular, re- 
sponses are generally directed at individuals, rather than to pro- 
gram performance. For a number of reasons, however, I believe 
that there was sufficient, clear indication that there are problems 
and we will be guided by the findings of the stu^. 

Although we did have some questions, generally speaking, about 
the study itself, we are not looking beyond the need to be respon- 
sive. 

Chairman Owens. Mr. Gainer, would you care to comment on 
Dr. Davila's stetement? 

t want to get into sort of contention 
with Dr. Davila, sort of for the reason that Mr. Smith mentioned 
and that is that what is really important here are the programs 
and the success of the programs. 

I have reviewed Dr. Davila's responses to the questions to you 
and other members and senators and I believe that the plan that 
he lays out were his plans thus far, what he intends to do with the 
organization are right on the mark and that he is talking about 
doing the right things and given his management experience and 
the management experience of the people that have been brought 
in for his top team, I think you are going to have a very different 
environment in OSERS than you had in the past. 

I wanted to say that before I telk about the methodology. We 
mvest a lot m methodology at GAO and we think we know what 
we are doing. We are one of the preeminent survey researchers in 
the country now and we have the best experte available to help us 
m the survey design. 

I can tell you that no organization where we send out this Icind 
of questionnaire which really gets into questions of organizational 
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and leadership performance likes it very much. We do some of this 
internally and I don't like it very much when I get it, but the ques- 
tionnaire was pretested. 

It is based on a methodology that has been used in other agen- 
cies and has been validated by extensive field work afterwards to 
coUoborate that there were problems where problems were found 
in the questionnaire results. 

I donH think there were any problems in the methodology of the 
study and I could respond in more detail to the problems. As far as 
non-respondents, we don't know what the non-respondents were 
thinking. 

We Know from interviews that a large number of people were 
scared to death to respond, so I don't know that I would immediate- 
ly assume that those who did not respond had positive views about 
the organization. 

Chairman Owens. Did you do a similar study for the Department 
of Labor and how does that appear with this study? 

Mr. Gainer. We did a much larger study for the Department of 
Labor where we used a similar diagnostic instrument and then a 
much more detailed field work in regions and in the department to 
make specific recommendations on what could be done to improve 
operations at the Department of Labor. 

That study used a similar approach, looked at similar problems, 
human resource managementi goal settings, strategic planning, 
and so on, and found similarly difficulties in the Department of 
Labor, but the initial approach we used here was very Bimilar to 
what we did at Labor. 

We just did not follow it up with significant work in the field in 
order to develop recommendations. It was our belief that it was 
more important to get this done and have the study available when 
the new administration came in than it was to do additional field 
work. 

Chairman Owens. Did you find any evidence that the probleni of 
vacancies in key positions was due to some broader administration 
policy; that OSERS was a second-grade objective— second priority— 
and that the administration— maybe OMB— was saving money and 
prevented them in some way from filling positions? Any evidence 
of that? 

Mr. Gainer. I am not aware of any evidence to that effect. We 
did try and probe to see where the problems in filling vacancies 
might be. 

Based not on the survey, but on discussions with individuals 
before and after this survey in OSERS, it would be mv best guess 
that it was a problem of, a^ain, micromanagement where all the 
hiring decisions were essentiall)^ made in the Office of the Assist- 
ant l^retary and that the administrative operation in that Office 
of the Assistant Secretary was slow to move these things. 

If there was anything more to it than that, I am not aware of it. 

Chairman Owens, you mentioned in passing that the lack of 
travel funds was a higher level decision. Did I hear you correctly? 

Mr. Gainer. I said it may well have been a more general prob- 
lem with agency budget, but it is an area that we could not get res- 
olution on. We know that they did spend their travel funds, but the 
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amount of money requested and the amount of money received, 
you don't know what happened first. 

Could the organization have gotten more money for travel? Had 
they asked for it? Were they told not to ask for it? We could not 
get behind that. What we know there is that the employees and 
the constitiioiicy gro'ops fait that more travel was needed for a vari- 
ety of puiposes and it wasn't there, but we could never nail down 
just what was the chicken and what was the egg. 

Chairman Owens. Dr. Davila, have you found any evidence of ex- 
ternal obstacles to filling positions in OSERS, that there was some 
policy in the administration which prevented the rapid filling of 
positions? 

Dr. Davila. No, sir. I am not aware of any obstacles, external or 
internal, other than that the process of hiring is long and ex- 
tended. In a sense, you can not fill a position immediately, it takes 
time, to go through the process, but from my perception, in a short 
time I have been onboard, one of the more serious personnel prob- 
lems is of retention. 

During the last year, if I r eir^ember my figures correctly, we have 
hired 71 new people, but we have lost 61 through retirements and 
transfers, people leaving their positions in OSERS, so we need to 
create a healthy balance and develop a positive work environment 
that will encourage people to stay. 

So, we are standing on a treadmill. If we keep losing people at 
that rate, their will be no gain. We need to work on both recrui^ 
ment and retention. We intend to give very strong and consistent 
attention to creating a work environment that will encourage 
people to come to work with us and stay with us by providing op- 
portunities for upward mobility if they stay and recognizing excep- 
tional performance, rewarding people for good work- This is some- 
thing we have to work on. 

Chairman Owens. So with respect to hiring people to fill key po- 
sitions and keeping people in those positions, you would say the 
buck stops with you? We look forward to holding you accountable; 
the buck will stop with you. 

Dr. Davila. You may see it that way. There hasn't been a situa- 
tion where any higher authority has given me any instructons 
about any particular positions and how they should be filled. 

I think that is something I and the other senior managers in our 
division will determine. 

Chairman Owens. I will end with this question and then come 
back later with further questions after other members have had a 
chance to ask questions. 

I happen to feel very strongly that good management and prob- 
lem effectiveness are inextricably interwoven^ that most of the 
problems of the world are not with political idealogy of economic 
systems, but with the ability of bureaucracies to manage, the abili- 
ty of people to metnage systems properly. 

What is your opinion of the relationship between good manage- 
ment and program effectiveness? 

Dr. Davila. Well, you are correct. There is a strong relationship 
between the two, and you know, even without the GAO study, 
within time in this position of responsibility I would put into prac- 
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tice the good principles of management which I have been practic- 
ing for years. 

So, I nave my own style, my own pei jonal view of management. I 
work very well with people. I have the help of other people in deci- 
sion making. I can make hard decisions wT^^n I have to, but I am 
generally inclined toward particapatory w Tement so I would 
want to help to put into practice this kinu . proposed manage- 
ment. 

I work hard at deve^ jping relationships external to my own pro- 
grams because in tb;^ long run, they bring great benefit both to the 
people who we ser ^e and to ourselves. It makes us better providers 
of service. I woMd have applied the good principles of management 
that obviously need to be in place I would have done this regard- 
less of the study. 

So, I am not really overwhelmed by the study itself. I am looking 
beyond that study. 

Chairman Owens. I yield to Mr. Bartlett for questions. 

Mr. Bartlett. Thank you, Mr. Chairman. It seems to me that 
the methodology argument is somewhat of a circular argument in 
which one should in all fairness say that a survey methodology 
may give some indications of difficulties, but it is also limiting and 
I think you are both saying exactly the same thing. 

I do want to just make certain I understand what the methodolo- 
gy was. As I read the report, and I want to make sure I didn't miss 
anything, Mr. Gainer, as I read the report, the only quantitative 
analytical data that I saw in there was the vacancy rate of Janu- 
ary 1988 and, again, another snapshot as of February 1989 and all 
of the other conclusions were based on surveys of state rehab direc- 
tors, state special ed directors and employees at OSERS. 

Were there other quantitative analytical data in the report that 
I missed? 

Mr. Gainer. We did have a variety of other things and they are 
reflected indirectly in some of the sections. Our intent was original- 
ly to use somewhat, not a great deal more, but somewhat raore 
quantitative data for context or background or to coUoborate things 
that we have found. 

It was exceptionally difficult, and I believe you are aware of this, 
it was exceptionally difficult to get that kind if information from 
OSERS and I would attribute that, I suppose, to the problems we 
found in management of OSERS. 

They had difficulty doing a lot of things. However, I think to get 
to the heart of your question, I would like to say that we were 
originally asked to and we set out to identify areas where problems 
exist and not to come up with specific solutions. 

As such, we have found over time that this kind of diagnostic 
technique where you look at the employees of an organization and, 
in essence, the customers of that organization is a good way to find 
out where there are problem areas. 

We have enough experience with this kind of diagnostic to have 
some relative judgments as to, you know, what is a problem and 
what isn't and we reported only the strongest of the relationships 
where most of the people in the organization and where most of 
the state directors saw a problem. 



in 



114 

We then went in after the fact and v talked to component 
heads about our findings and gave them an opportunity to explain 
to us where the perceptions of the employees and where our judg- 
ments, based on our surveys, might be wrong. 

As I said earlier, there were places where people wanted to quib- 
ble with us about a fact or the interpretation of something and we 
learned a great deal from those discussions, but people really did 
not tell us that they had a strategic planning system. 

When they attempted to show us this strategic planning system, 
they couldn t come up with it. When they tiaid they had an alterna- 
tive mechanism to manage the organization which made sense, 
they couldn t explain the sense to us. 

So I think your characterization is correct. There is not a lot of 
hard data on management activities. We did get information on 
grants and the length of monitoring and how often things were 
monitored. 

We had hard data on those things, and that hard data fits the 
perceptions of the employees, but by and large, it was based on 
these surveys, but the one thing that I would think is very impor- 
tant is that we were also dealing with some basic management 
principles and going back then to discuss these basic management 
principles and the problems we saw with senior level officials in 
the organization and we ^ot concurrence. 

If it had been a big difference of opinion, we would have been 
less willing to issue the findings that we have. 

Mr. Bartlett. So, your methodology was exclusively surveyed 
methodology, but then you colloborated some of those survey con- 
clusions with interviews in OSERS? 

Mr. Gainer. And with some hard data. If I were going to put a 
number on it, I would say that 70 percent of our methodology was 
the surveys and the other 80 percent were data and very probing 
interviews after we had the findings to see if we had the message. 
Right. 

Mr. Bartlett. Second question, Mr. Gainer, in your experience 
with other agencies and based on what you see at OSERS, what 
would be the range over a period of time that you would anticipate 
that these management issues that you have identified should be 
corrected to an acceptable level? 

Hov/ long do you think it will take Dr. Davila to make some of 
thpse changes? 

Mr. Gainer. It sort of depends on the item. Obviously, he can put 
in a planning system and a new management system pretty rapidly 
and that is a big part of the thing that needs to be done. 

Mr. Bartlett. Obviously, you never worked at the Department 
of Education if you think that can be done pretty rapidly. 

Mr. Gainer. I would not want to do it at the Department of Edu- 
cation, but I think within one of the Assistant Secretary's func- 
tions, when you have the ability tj bring in new senior managers, 
and that has occurred here, those thing ., I think, can take place 
pretty fast. 

The human resource managi»ment problems will take some time, 
working cut new strategies for ir.onitoring and technical assistance 
and then getting those implemented. It is going to take time. 
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Mr. Bartlftt. Do you think over a period of a year, we 
should 

Mr. Gainer. I think you will see progress in a year, but to get 
the effect out into the states and the field, to get policy decisions 
made and to get guidance out that may or may not oe needed, it is 
going to take 

Mr. Bartlett. Based on what we have heard Dr. Davila say 
today and also what you have seen of his testimony and seen of 
what he has done just in the last several weeks— four weeks, five 
weeks— do you believe that he has taken steps to provide OSERS 
with the kind of management that you think would accomplish the 
mission? 

Mr. Gainer I should note that we have not been into the organi- 
zation to look ^t exactly what is happening, but based on his testi- 
mony and his response to our report, which we received just last 
week» and the statements that ne presented to the Senate, he 
seems to be working on the right problems. 

The things that he plans to do seem right on the mark to me. He 
is looking at the needs of the employees, at the problems they iden- 
tified. 

He is looking at the problems identified by the constituent 
groups and I thmk that is the approach that any organization has 
to take. He is translating that into the specific plans for the future. 

So, yes, I think everything that I have seen so far looks very 
positive. 

Mr. Bartlett. Do you have any way of— what kind of marks 
would you give him so far. As far as management, would you give 
him 

Mr. Gainer. I have gone through this particular kind of exercise 
myself, and I would say that I would have to give him a better 
grade than I would have gotten. I would have to give him an * A \ 

Mr. Bartlett. All right. Thank you, Mr. Chairman. 

Chairman Owens. Mr. Jontz. 

Mr. Jontz. Thank you, Mr. Chairman. Welcome, Mr. Secretary. 
It seems to me in your statement- that you documented very well 
the different reforms that you are making within your office to im- 
prove communication and involve others in the decision making 
process and that is very impressive. 

Perhaps I missed it in your statement, but can you make any 
flUFTimary to us of what steps you made or have taken to improve 
your relationships with the state agencies? Have you sat down with 
the agencv directors to hear their concerns? 

What do you plan to do to improve communication with the 
agencies and the states where there is obviously a need to make 
such improvements? 

Dr. Davila. Okay. Many thingp actuall3r have happened by way 
of maintaining long-standing communication lines with people in 
the states. We have managers in position in rehabilitation, for ex- 
ample, Commissioner Carney, and in Special Education Programs, 
Dr. Judy Schrag, who bring to their positions long-standing in- 
volvement with professional organizations and state-level responsi- 
bilities. 

They have already begun to maintain and strengthen those rela- 
tionships by having constant meetings with key individuals and 
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maintaining continuing dialogue with organizations and constitu- 
ent groups. 

^^rr^^ accepting a number of speaking invitations to travel 
to different states so that we can have an exchange of information 
and impart information about what is happening, and what we are 
Planning to do, that sort of thin^^. 

So, we have our own priority for ongoing communication that we 
neal to strengthen and we intend to give increased support to the 
regional resource centers and the regional offices in rehabilitation, 
for example. 

They need to become more effective in carrying out their respon- 
sibilities regionally, which is also a high priority for us. 

Mr. JoNT2. I appreciate that answer— and when you are more 
settled in the office you will be able to do more in that regaid. I 
think your personal commitment will be a positive sign to the 
people out in the state. Obviously, the problems that have occurred 
m the past cannot be removed immediately, but I would hope you 
would make that a part to communicate directly with the states 
and use your personal role in this regard to address some of the 
problems that we have heard about. 

Thank you, Mr. Secretary. 

Dr. Davila. We will. Thank you, sir. 

Chairman Owens. Mr. Smith. 

Mr. Smith. Thank yim, Mr. Chairman. I would like to ask Mr. 
Gainer, with the reference to the Labor— the comparable thing you 
did with the Department of Labor, could you just briefly outline 
what some of the similar difficulties were because we are now oper- 
ating under about a ten minute constraint, right, Mr. Chairman? 

Chairman Owens. Well, we can break and come back if you want 
more time. 

Mr. Smith. I will try to be brief, 
mi?^^^^^* ^® found problems in adequate training, for exam- 
Pie- There, since it was a lareer department, larger organization 
with additional functions, we looked at information management 
and found that they lacked any kind of strategic planning or long- 
term goals for how they were going to utilize information systems 
in the organization. 

We found problems in their enforcement of the various laws that 
they enforce. We found very serious morale problems because you 
had a secretary that was under cloud for some period of time 
before Secretary Brock came in— many of the similar difficulties 
that you find in OSERS and I think what you would find if you 
looked at the Department of Education more generally. 

Mr. Smith. I guess my longer term interest and I would be appre- 
ciative if you could send me some examples to save time today is if 
there are examples in the Federal Government where everybody is 
just happy as a clam and dancing to work every day, and serious- 
Mr. Gainer. It might take me a while to find that example. 
Mr. Smith. I would be sorry if that were the case, but not sur- 
pnsed. I think my concern here, when I looked at your responses 
and I am not a statistician, Gods knows— I am not sure what I am 
sometimes, but I saw what looked like on the one piece of substan- 
tive response, it looked pretty much like a bell curve, with a little 
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bit of a dip in the middle where people sort of said, "I don't know 
and I don t care/' whatever that middle one was, which I felt was 
sort of 

If we chartered that as a standard statistical response, it might 
not look so significant as oppose to breaking it out into six compo- 
nents. My second question is, did you find and if you did, how 
would you response to the sharp division between the rehabilita- 
tion community and profession's and the special education pro- 
grams and people and professionals at the state level? 

Did you find that in other i)laces and if so, to what extent? Do 
you think that is just a built in problem given the nature of this 
agency and how would it affect the operations of the agency? 

Chairman Owens. Excuse me one minute. Can you come back? 

Mr. Smith. I certainly can. I hate to hold 

Chairman Owens. Why don't we give him time to think about 
that and we will take a ten-minute break and resume in ten min- 
utes. 

Mr. Smith. Okay. 

Mr. Gainer. Whatever your pleasure is. 
[A brief recess was taken.] 

Chairman Owens. Please come to order I think Mr. Smith was 
pitchiM and you were about to bat, Mr. Gainer. 

Mr. Smith. Let me just rephrase or phrase the question a second 
time in an attempt to be useful. The question really ended with a 
reference to what I have understood, having been an employee of 
our State Department of Education in the early 1970s when the 
merger of departments began, a long-standing tension between 
people in the voc rehab side and people on the 94-142 side. 

I made three observations about the chart which is on the draft, 
page 50. One is that when you accumulate everything and just plot 
it, nowbeit not with a fine tune plotter, it looks a lot like a bell 
curve to me with a little dip in the middle for neither well nor 
poorly. 

Then when you plot special state ed directors, you see something 
that is really overwhelmingly positive and when you plot voc rehab 
state directors, you see something that is fairly overwhelmingly 
negative. 

Did you find at either the Federal level or in your conversations 
or in the data elsewhere indications of this kind of a persisting 
problem in the agency or in the overall program? 

Mr. Gainer. I think when you look at the state level or say, the 
constituencies for these programs, I think it is clear that the spe- 
cial ed people had been happier with the priorities and I think that 
is where it comes in. It is the overall priorities that have the voca- 
tional rehab people over the last few years. 

They, of course, have very different functions. The voc rehab 
people here in Washington can or do have a lot more influence 
over service delivery than you do on the special ed side because of 
the money involved, so they are very different functions. 

But in terms of sort of our principle finding slight monitoring 
human resources development and so on, those were identified by 
problems by both constituencies and both set of employees in 
Washington, so you didn't find the kind of difference that shows 
here. 
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In fact, that is one reason I put the chart in here to sort of high- 
light this policy question and I think this is reflective of the dissat- 
isfaction with the overall direction by one group and happiness 
with the overall direction by the other eroup. 

I don't think it may tell you much, though, about program effec- 
tiveness of the two functions. 

Mr. SMrni. Thank you. Assistant Secretary Davila, you are, I am 
sure because of ^our background» well aware of the tension in the 
field between historically what was the vocational rehabilitation 
constituency and the relatively newly identified in the early 1970s 
at a national level, special education constituency, do you have any 
plans or ideas about how to more effectively intecrate those two 
groups in the field? 

Dr. Davila. Well, you know, that we are in the process of devel- 
oping a strateic plan for OSERS and we are looking ahead to how 
we will resolve tne concerns in the problem areas that have been 
identified. 

One of the areas that will receive special attention is how we can 
effect more positive interface between rehabilitation and special 
education, and we are applying a team management approach to 
the operation of all OSEnS components. 

We are taking a management approach that cross-cuts across in 
functions and components within the OSERS Division, and we 
intend also to make sure that we articulate the same kind of need 
for collaboration and interface all the way down through ^he pro- 
grams. 

The messages we are sending out, and will continue to send out» 
will also carry the same weight. Whatever concerns we identify are 
of concern to both rehabilitation and special education and vice 
versa because we need to serve a disabled child, all the way from 
the time he or she is an infant to the time the child is finally 
placed in the community. In order for us to be effective, we need to 
deal with the kind of transitioning that will ensure continuity and 
good service. 

We have to be able to encourage more commitment to collabora- 
tion and mutual support from other agencies serving individuals 
with disabilities. This is a high priority for us. 

Mr. Smith. Thank you. I would only because of the— and I am 
just about done, Mr. Chairman— because of the break we took, 
refer back to my comments about the comparison with the Labor 
Department and what I also surmise may be just a built in tension 
at the Federal level between civil servants and what we would call 
political appointees. 

I am simply enclosing concern that as we support you. Dr. 
Davila, in your new job and I am delighted with Mr. Gainer s as- 
sessment of you, but more of the point with you, I am more delight- 
ed with your own presentation today that we remember that this is 
a program. 

The management responsibility ;^ou have as it effects children in 
schools which is why we are all sitting here, that is in deep, deep 
trouble. 

It's vital signs are not strong and for those of us who are commit- 
ted to not only maintaining^ but improving the whole concept of 
serving every child to the greatest of his or her abilities, we nave 
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to get profoundly more deeply involved in what the proper relation- 
ship. Federal to state is, and state to local so that we can free 
teachers and children to make the most of the resources that we 
are making available ' o them. 

My concern is not as critical as it may have sounded initially of 
your report as it is that I just— I think as a startin? point, it is 
fine, but we have problems in this program that will eat us alivf 
and hurt children oadly in this country if we don t get on top of 
them in the next couple of years at the outside and 1 ttiank you xbr 
bearing with me and l am sorry about the break. 

I yield back. 

Dr. Davila. Thank you. 

Chairman Owens. Mr. Payne did not return. He sai\? he would 
be back. Just one last question. I want to thank both of you gentle- 
men for the time and energy that you have put into tnis matter 
already and we look forwarato working with you in the future. 

Mr. Secretary, you have indicated that you are preparing son*? 
kind of a master plan. We hoi>e that in the future we will not have 
to converse with each other in formal hearings like this, but in- 
stead, there can be some informal apparatus established where we 
can confer as you go along and we welcome the opportunity to 
obtain a briefing on your master plan when it is ready. 

Do vou have some idea of when you will have your master plan 
ready? 

Dr. Davila. We have a series of retreats planned for the next 
few weeks. I think some time in the fall I will oe able to come to sit 
down with you and give you a briefing. 

Chairman Owens. Very ^ood. Without a doubt, we believe that 
there is a direct relationship between good management and pro- 
gram effectiveness. We are not here because we like to play with 
management or micromanage. We are only interested in the final 
results and we don't think we can achieve positive final results out 
there unless we do have good management. 

Mr. Payne has returned now. I yield to Mr. Payne for questions. 

Mr. Payne. Thank you very much, Mr. Chairman. I don't want 
to delay the hearing any longer, so I will not ask any questions. 
However, if I have any concerns, I will forward them to you. I 
would just like to say that it is extremely important, I feel, that 
the operation be streamlined and brought up to speed before pass- 
ineof the ADA Act. 

We had a very thorough and exciting hearing in Houston, Texas 
with people with disabilities from that region.! felt a tremendous 
amount of expectation, a tremendous amount of interest in the 
ADA bill. However, unless we have all of the cogs and wheels 
working properly, we will not be in position to fully implement the 
pending legislation. So, I would hope that the reports will be clear- 
ly studied, remedies made and perhaps, in the future have a follow 
up hearing to see whether these implementations have come to fru- 
ition. 

Thank you, Mr. Chairman. 

Chairman Owens. Thank you. We also want to note that Mr. 
Gainer will be issuing the GAG report sometime soon. We look for- 
ward to that. This is one report that won't sit on the shelf and 
gather dust. 
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Dr. Davila has already indicated that he certainly will use it and 
we certainly will be following it very closely. The chair would like 
to note that the record will be left open for ten days for members 
who want to enter additional items or questions in the record. This 
applies to witnesses as well. 

Thank you very much. The hearing is now adjourned. 

[Whereupon, the hearing adjourned at 11:35 a.m.] 

O 



ERIC 



21-838 (128) 



